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Executive Summary
Introduction and Context
This document sets out the recommendations of the Change Agent appointed by the Hong Kong Football Association (HKFA). The Football Development Strategy
approved by the Government in March 2010 included a vision for football in Hong Kong. At the top of this list was the need for an independent, financially strong and
effective National Sports Association. One of the recommendations of the strategy was that the HKFA should appoint a Change Agent to lead the transformation process.
The following recommendations set out the changes deemed necessary by the Change Agent to ensure that the HKFA is fit for purpose i.e. to lead the development of
football in Hong Kong.
This document has been called Develop – Deliver. It is recognised that the HKFA will need to change (develop) before it can reap the rewards of that change (deliver).
Viewed simplistically this is a two-stage process. In reality there will be much overlap because different aspects of the organisation will develop quicker than others and will
be in a position to deliver positive outcomes within a short space of time. For example the governance structure can be expedited quickly however success on the pitch
arising from enhanced development activity will take a little longer. Nevertheless Develop – Deliver illustrates that the organisation needs to change if the fortunes of
football in Hong Kong are to flourish once again.
This Executive Summary is by definition short. It should, where possible, be read in conjunction with the main report which provides more detailed insight into the current
situation, the need for change, the rationale for the recommendations and the specific actions that will collectively transform the HKFA.

Recommendations
Organisational change requires a confluence of actions that collectively provides a focus and strategy. The following recommendations have been formulated to do just
that for the HKFA. They are categorised into four main areas, 1) Governance Structure and Constitution, 2) Vision, Strategy and Business Planning, 3) Organisational
Issues, and 4) Raising the Standard of Football.

Part 1 – Governance Structure and Constitution
Recommendation 1 – HKFA Structure
That the HKFA extends its sphere of influence and in future has an overview of all football activity in Hong Kong. There should be one Hong Kong Football
Association covering boys’, men’s’, girls’ and women’s’ football at amateur and professional level as well as Futsal and mini football.
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Recommendation 2 – HKFA Responsibility and Remit
The HKFA should have four main areas of priority (three external to the organisation and one internal) and should align all people and resources to the
simultaneous development and systematic improvement of these linked pillars of excellence i.e.
1. Representative Teams and Elite Footballers,
2. The Professional Clubs and League
3. All Grass Roots Football Development, Amateur Leagues and Pathways at all levels
4. Becoming a World Class Organisation by operating economically, effectively and efficiently and by seeking to uphold the highest professional
standards

Recommendation 3 – HKFA Constitution
That the HKFA prepares, approves and implements a new set of constitutional documents (Memorandum and Articles, Rules) that are fully compliant with
AFC and FIFA statutes and include for the separation of Executive, Legislative and Judiciary functions.
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Recommendation 4 – HKFA Board
That the HKFA approves and adopts a new Board Structure. This should include the following provisions:
1.

A number of non-voting Honorary Board Positions including a Life President and Life Vice Presidents

2.

An Independent Chairman

3.

3x voting Executive Directors Representing Football Clubs

4.

4x voting Independent Non Executive Directors (not directly linked to Football Clubs)

5.

One Director to be the nominated ‘Treasurer’

6.

The Chief Executive as a full voting Ex-Officio Member

7.

The ability for the Board to appoint a number of Special Advisers

8.

4 year term for Chairman and Board Members (excluding the CEO which is a permanent position)

9.

A maximum of two terms before retirement from the Board for non-Football Directors, 3 terms for Football Directors

10. Three standing committees and a number of Technical sub-committees

Recommendation 5 – HKFA Membership
That the current HKFA Membership is replaced on a phased basis by a new HKFA ‘Assembly’ with a broader representation which includes Clubs
(Professional and Amateur), Districts and a wide range of other ‘affiliated’ stakeholders conditional on an application process and clear demonstration of
compliance against defined criteria.
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Recommendation 6 – Relationship with Executive
That subject to the successful implementation of a new organisational structure (see Recommendation 11 below), the Board agrees a ‘Schedule of
Delegation’ that conveys powers on the Executive to deliver the Board’s approved Strategy and Business Plan.

Part 2 – Vision, Strategy and Business Planning
Mission Statement
To be recognised and respected in Hong Kong and internationally as the lead body for football in Hong Kong
Core Values


Excellence: To constantly strive to achieve the highest possible standards of football at all levels.



Professionalism: To manage all aspects of the organisation in an exemplary manner and to become a World Class NSA.



Representative: To reflect the whole population of Hong Kong in the work that we do and in the services we provide.



Integrity: To be, and to be seen to be, transparent and honest in all our endeavours.



Inclusive: To work in partnership for the benefit of football with all our stakeholders.



Inspiration: To motivate people to become involved in football playing, coaching, officiating, watching and administrating.
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The Vision for the HKFA
Develop
In the next twelve months the HKFA will develop into an organisation with:


A demonstrated ability to transform into an organisation fit to lead football in Hong Kong



An agreed new Board, Constitution and Governance arrangements



A wider remit covering the whole sport



Additional financial resources



A new organisational structure and additional Human Resources



Enhanced management and motivation of Human Resources



An agreed set of changes to the League structures in Hong Kong and an implementation plan



An agreement with Government on additional and guaranteed access to facilities



The start of additional commercial revenue



An agreed Football Development Plan



Improved partnership arrangements with stakeholders



Better relationships with fans and media

Deliver
In five years time the HKFA will have delivered the following:


An organisation that is respected in Hong Kong and internationally for its innovative approach and the results it produces



An organisation that is financially stable and suitably resourced
5
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An organisation that attracts and retains excellent staff with a performance management culture



Better standards of play at all levels



Higher AFC/FIFA ranking of international teams



A significant increase in the number and quality of players, coaches and officials



Well established ‘pathways’ to allow talented footballers to achieve their full potential



A balance between the supply of and demand for football facilities



The realisation of the National Football Training Centre as the pinnacle of a coordinated facilities network



A revised, more competitive and inclusive League structure



A sustainable fully professional and independent Premier Football League with home venues, commercial revenue and higher levels of spectators



A vibrant ‘Product’ that attracts spectators, sponsors and broadcasters



A welfare system for footballers



An organisation that partners respect and want to work with

Longer term goals ( 10 years + ) :


Making football a desirable career



Exporting home grown talent to other countries



Being competitive at international competitions (East Asian Games, Asian Games, Olympics, World Cup)



Hosting international tournaments



A new National Stadium



Hong Kong teams being competitive in the AFC Champions League



The HKFA being financially self sufficient
6
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The above is suggested by the Change Agent. The HKFA can adopt it, if considered appropriate. On the other hand, it could amend or re-write it. The important thing is
that there is an agreed vision, something that will guide the future direction of the organisation and set out the clear intention of the HKFA for partners and stakeholders.

Recommendation 7 – Vision
That the HKFA agrees this new Vision Statement and communicates it effectively internally and extensively externally.

Recommendation 8 – Strategic and Business Planning
That each Department/Function of the HKFA prepares an annual business and financial plan which reflects the priorities of the Board as set out in the
vision and strategy. Plans should set out the resources required to deliver a specific set of measurable outcomes.

Recommendation 9 – Day to Day Decision Making
That the HKFA Secretariat should be strengthened and that a defined Schedule of Delegation should be approved giving authorisation for day to day
decisions within a policy and strategy framework as determined by the Board.

Recommendation 10 – Leadership and Direction
That the HKFA appoints an experienced Chief Executive as a full voting Board Member
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Part 3 – Organisational Issues
Recommendation 11 – Organisational Structure
That the HKFA approves and systematically implements a new organisational structure which is commensurate with and aligned to the new governance
structure, remit and strategy of the HKFA as set out in Develop – Deliver. The new organisational structure should be based on;
1.

The appointment of a high level and suitably experienced Chief Executive

2.

The establishment of four Directorates, 1) Technical, 2) Commercial, 3) Internal Finance and Administration, and 4) Football Administration

3.

That appointments are made for the Directors of each Directorate as soon as the strategy is approved and funding is in place

4.

A strong Technical Directorate responsible for delivering football development at all levels through the work of specialist Development Managers
(Elite, Coaching, Refereeing, Youth and Grassroots, Women’s’, Futsal/Mini-Football) and eighteen Community Development Officers working at a
District level

5.

The appointment of other key support personnel required to deliver the strategy

6.

The ability to appoint specialist external advisers for specific projects and roles

7.

The appointment of a new Hong Kong Team Manager/Coach on a fixed term contact with clear targets

8.

The immediate appointment of a Financial Controller
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Recommendation 12 – Financial Management
That the HKFA immediately addresses its weakness in financial management and control as part of the fourth pillar of excellence. This will include;
1. The immediate appointment of a Financial Controller
2. The establishment of a new Directorate of Finance and Administration
3. The introduction of effective systems (hardware and software) and procedures (modus operandi), including the development of a detailed procedure
manual with clear rules for modification and approval. The document should cover all activity of the HKFA and shall be strictly enforced to ensure the
maintenance of good business practices

Recommendation 13 – Human Resource Management (General)
That the HKFA become an employer of choice and adopts the highest standards of management of its human resources. This should include the
appointment of a HR Manager within the Directorate of Finance and Administration who will be responsible for the recruitment, training, development,
retention and discipline of staff.

Recommendation 14 – Team Briefing
That regular dialogue takes place between all levels of the HKFA and that information is cascaded down effectively from the Board to the Senior
Management Team and all staff through regular communication both formal and informal.

Recommendation 15 – Continuous Professional Development
That all employees of the HKFA (current and future) are given job descriptions that reflect their role and prevailing priorities and that they are subject to a
regular appraisal process that identifies training needs. Developing the human capital should be a key priority of the new HKFA based on merit and with
the highest degree of integrity.
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Recommendation 16 – Staff Remuneration
That staff wages, salaries and benefits of the staff employed at the HKFA be reviewed and benchmarked against other similar sized National Sports
Associations with a view to ensuring the ability to recruit and retain high calibre employees.

Recommendation 17 – Systems and Resources
That all systems, procedures and working practices are reviewed by the four Directorates and new protocols be developed based on the Schedule of
Delegation (Recommendation 6) that reflect the priorities of the new vision and strategy. That additional hardware and software be purchased to
streamline working practices and ensure that the HKFA is modernised technologically.

Recommendation 18 – Public Relations
That a new Marketing and Communications strategy is developed under the auspices of the new Commercial Director and that greater emphasis is placed
on developing excellent working relationships with all stakeholders and especially the media.

Recommendation 19 – Working Environment
That the existing HKFA Headquarters be refurbished and re-organised to create a better working environment that reflects the new organisational
structure and that if the National Football Training Centre comes to fruition, consideration be given to relocating all or some (Technical Directorate) to that
site.
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Part 4 – Raising the Standard of Football
Recommendation 20 – Budget for Develop – Deliver
That the HKFA agree in principle the budget included in Develop – Deliver as a blueprint for the transformation of the HKFA and the enhancement of
football in Hong Kong.
That discussion is entered into with funding partners to secure the additional funding required.
That the award of additional funding be directly linked to the delivery of specific outputs and outcomes.
That funding levels and targets are reviewed annually in an annual financial plan prepared by the CEO and endorsed by the Board and that this is used as
the basis for future discussions with funding partners.

Recommendation 21 – Hong Kong and Representative Teams
That additional resources be invested in the training and development of Hong Kong and representative teams under the auspices of the new Technical
Directorate.
That excellent relationships are forged between the Technical Directorate, the Hong Kong Team Manager/Coach and the Professional Clubs so that
conflicts are resolved with minimal impact, and that the relationship between ‘Club and Country’ is in accordance with FIFA statutes.
That commitment is given to using a National Football Training Centre if provided.
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Recommendation 22 – New Professional (Premier) League
That the HKFA approves in principle the development of a new Professional ‘Premier’ League and immediately establishes a Board Committee/Working
Party to oversee its implementation. The new League should be based on the following;
1.

A target start date of the 2012/13 season and that the HKFA establishes a Working Party as a priority

2.

The 2011/12 season be seen as a staging post to the new league with changes to the format etc

3.

A target of 12 teams with a minimum of 10. An initial maximum of 14, thereafter reviewed annually

4.

There to be no relegation for the first two seasons to allow teams to consolidate. Promotion to be encouraged.

5.

That the inaugural league be based on an application/licence basis with entry criteria linked to the AFC requirements

6.

That 2011/12 teams be given ‘first refusal’ subject to meeting the entry criteria

7.

Home venues guaranteed through a partnership with Districts

8.

A format that promotes excitement and a better product including more matches

9.

A minimum number of paid professional players (16 with a maximum of 3 + 1 foreign players on the pitch and in the squad) and a minimum wage

10. The establishment of a Professional Footballers Association to look after the welfare of footballers
11. A commitment to use the proposed National Football Training Centre as a training base and centre of excellence (unless suitable alternative facilities
are available)
12. Finding a major league sponsor and ultimately securing broadcasting rights
13. Consideration given to allowing gambling on domestic football subject to strict rules being applied
14. That the League be established under the auspices of the HKFA with a target for the League to become an independent legal entity by 2014/15
15. That the new League has a separate P and L within the HKFA financial plan
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Recommendation 23 – Structure of Football in Hong Kong
The HKFA Change Agent recommends that consideration be given to a fundamental review of the Structure of Football Development in Hong Kong. In
conjunction with the development of a new Professional League, a plan should be formulated for a phased introduction of the following:
1. When the new Hong Kong Premier League is established i.e. 2012/13, the current Divisions 2, 3a and 3b should be replaced by new Divisions 1 and 2.
These would have no age restrictions and would initially receive ‘seed’ funding from the HKFA to ensure sustainability. The Premier League and
Divisions 1 and 2 would collectively form the Hong Kong Football League. Although initially there would be no relegation from the Premier League,
ultimately there should be free movement between the Divisions. The Rules for each Division should be enshrined and implemented consistently.
Changes would require the approval of the Full FA Membership. The HKFA will organise and administer the HK Football League.
2. Each Premier League team will need to meet AFC criteria and should operate age group youth Academies between under 13 and 18 years of age. There
should be an Academy League for each age group. Youth Academies at Premier League Clubs should replace the ‘Reserve’ League.
3. The Cup Competitions should be reviewed. For example The Premier Shield which would be exclusively for the Premier League Clubs. The HK League
Cup open to all Divisions of the Football League. The HK FA Cup open to all teams affiliated to the HKFA (see below) (Premier League teams joining in
later rounds).
4. Other Leagues e.g. Yau Yee League should be encouraged to ‘affiliate’ to the HKFA and become part of the Football ‘fraternity’. Affiliated Clubs can
apply for accredited status (subject to meeting minimum criteria). This ‘licence’ will entitle them to benefits such as access to coaching support and
advice. Eventually there should be promotion from these amateur leagues into the 2nd Division of the HK Football League.
5. District Councils should channel their funding into Youth Development rather than teams in the current Divisions 1, 2 3a and 3b. Each District should
have annual age group squads from under 9 to under 18 and there should be District Leagues at all age groups. Squads should be circa 16 boys and
they would be subject to an annual selection and evaluation process. This would not prevent Districts from also continuing to support teams in the
new Divisions (Premier, 1 and 2)
6. The HKFA should establish a system of registration and accreditation for commercial soccer schools
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Recommendation 24 – Football Development
That the Football Development Plan (Appendix 6) prepared as part of Develop – Deliver be adopted by the HKFA and implemented by the new Technical
Directorate.
That the Football Development Fund be significantly increased to direct additional resources into; representative teams, District youth teams, grass roots
football development programme, coach education, officials development
That a Referees ‘supremo’ be appointed on a short-term consultancy basis to establish a curriculum and referees development plan and thereafter a
nominated officials officer within the Technical Directorate assumes responsibility for the recruitment, retention and training of officials
That greater emphasis and resources be put into football development at all levels (elite to grass roots) and covering all participants in football including
boys, men, girls, women as well as Futsal and mini football players.
That a ‘Performance Management’ approach should be taken to football development in Hong Kong with annual targets and regular reviews.

Recommendation 25 – Eligibility for Representative Teams
That the HKFA investigates immigration policy in relation to dual nationality provisions and reviews the policy of eligibility for representative teams /
squads.

Recommendation – 26 – National Football Training Centre
That the HKFA confirms its commitment to be a main partner in the development and future use of a National Centre for football and recognises that the
NFTC is fundamental to the future success of football in Hong Kong. Dedicated access to purpose-built football facilities is critical.

Recommendation 27 – New National Stadium
That the HKFA confirms its commitment to the provision of a new National Stadium and provides appropriate support to the development.
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Recommendation 28 – Community Facilities
That the HKFA recognises the current under-supply of good quality accessible facilities for football in Hong Kong and commits to working with partners
and especially the Government (Central and District) on the development of enhanced facilities for football. In particular it agrees to work in partnership
with HAB, LCSD and District Councils to facilities the establishment of a new Professional League involving the allocation of ‘home’ venues.
That the HKFA requests that the Government considers the development of a hierarchy of use of facilities with guaranteed use for certain categories of
Football and agreed quotas on levels of use.

Recommendation 29 – Player Status and Welfare
That the HKFA gradually but systematically raises the status of professional players through the establishment of a new Professional League which has
as part of its criteria for entry a requirement for Clubs to put in place education programmes at its Academies and also for senior players.
That as part of the new Professional League a minimum wage is agreed which is reviewed regularly.
That as part of the new Professional League a Professional Footballers’ Association is established as part of the HKFA which will eventually be an
independent body with a remit to look after the welfare and training of existing and former players.

Recommendation 30 – China League
That consideration of a Hong Kong based team playing in the Chinese Football leagues be deferred for the foreseeable future and that only when the time
is right, the HKFA should open dialogue with the AFC and with FIFA about the participation of a ‘Hong Kong United’ team in the China League subject to
that team not detracting from the new Professional League or compromising the success of the Hong Kong and representative teams.
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Recommendation 31 – Partnership Working
That the HKFA recognises that to bring about the transformation of the sport of football as articulated in Develop – Deliver it is essential to work in
partnership with a range of stakeholders. This will be facilitated by;
1. Wider representation on the new HKFA Assembly
2. Additional independent Board Members
3. Representing the sport as a whole and developing a football ‘family’ through the affiliation of all teams and players
4. Working together with other partners and stakeholder on joint football development initiatives
5. Delivering agreed outputs and outcomes linked to funding agreements
6. The organisation of an annual football forum/conference
7. Better marketing, communications and PR

Recommendation 32 – Targets and Measures of Success
That the HKFA adopt the target outputs and outcomes articulated in Develop – Deliver as the starting point for measuring the success of the
transformation of the HKFA and the raised standards of football development in Hong Kong.
That these targets be monitored, reported and reviewed annually as part of the organisations Business Planning cycle.
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Recommendation 33 – The Way Forward
That the HKFA approves the recommendations in Develop – Deliver and the Implementation Plan (Appendix 8)
That the HKFA consults with all stakeholders on this strategy and enters into constructive dialogue with funding partners and specifically the Government
on changes to current policy.
That the HKFA regularly reviews progress against the action Plan.

The HKFA Change Agent is keen to stress that although these recommendations reflect different strands of the transformation process, they are not mutually exclusive.
Many of the recommendations are linked and co-dependent. Some recommendations are more critical than others. Develop – Deliver must be seen as a package of
actions all focussed on the transformational change of the HKFA in order to give it the strength, resources and influence to lead football in Hong Kong. The HKFA should
consider the recommendations holistically but may want to amend certain aspects of this change plan. Indeed we would expect that certain aspects of Develop Deliver will
need to be scrutinised in detail by working parties and that the recommendations may involve as a result of that analysis. We are not precious about these
recommendations and see them as a starting point. Ultimately the HKFA and its partners will need to implement the recommendations and there must be ‘ownership’ of
them.
It is unlikely that all of the recommendations will be universally popular. We would not expect them to be especially as people will view them with different ‘frames of
reference’. We would urge people to base decisions on what is best for football in Hong Kong.

Resources
This document concludes that at present the HKFA is under-funded and under-resourced. As a result the work it can do and the outcomes it can deliver are severely
limited. It stands to reason therefore that this must change as part of any development plan. The single most important resource in any organisation is people – it is human
capacity and capability that brings about transformational change. The Change Agent believes that the existing staffing establishment of the HKFA should be significantly
strengthened by the appointment over time of 34 full time staff. The vast majority of these (25) will be front-line operational staff carrying out football development work.
The appointment of this number of additional staff will depend on future funding and income generation.
There is also a need to provide the existing and new people with resources to use in the delivery of a new vision and strategy for the HKFA. Over the strategy period (now
to 2015/16) the income received by the HKFA should increase from HK$27m to HK$104m. The main sources of additional revenue will be from sponsorship, other
commercial initiatives, player and club affiliation fees, football development fund income (courses etc) and existing partners e.g. LCSD/FIFA.
Over the same time period, the annual costs of the HKFA will also increase as a direct result of delivering the strategy from HK$31m to HK$127m. The additional costs
relate to staffing, more football development activity, the establishment of a new Professional League, greater support to the Hong Kong and representative teams etc.
The gap between income and expenditure over the five year strategy period and a further five-year extrapolation is shown in the table and graph overleaf.
17

Hong Kong Football Association
Project Phoenix – Change Agent Recommendations – A Future Vision for the Hong Kong Football Association

Budget Summary
Current

Year 1

Year 2

Year 3

Year 4

Year 5

Year 6

Year 7

Year 8

Year 9

Year 10

Year

2011/2012

2012/2013

2013/2014

2014/2015

2015/2016

2015/2017

2015/2018

2015/2019

2015/2020

2015/2021

Total Income

27,019,099

32,080,739

70,622,555

82,431,244

92,902,161

104,259,302

112,078,750

120,484,656

129,521,005

139,235,081

149,677,712

Total Expenses

31,291,888

52,559,815

108,226,425

114,886,171

120,732,647

126,614,591

131,046,101

135,632,715

140,379,860

145,293,155

150,378,416

Deficit for the Year

- 4,272,789

-20,479,076

- 37,603,870

- 32,454,927

- 27,830,486

-22,355,289

-18,967,352

-15,148,059

- 10,858,855

-6,058,074

- 700,704

Budget Summary
200,000,000

150,000,000
Year
2011/2012
2012/2013
2013/2014

100,000,000

2014/2015
2015/2016
2015/2017
50,000,000

2015/2018
2015/2019
2015/2020
2015/2021

Total Income

Total Expenses

Deficit for the Year

-50,000,000

This increased funding requirement will need to be provided for and the HKFA will need to apply for Government Funding to make up the shortfall.
Beyond the strategy period i.e. after 2016, the net cost should reduce due to increased revenue and it is to be hoped that the HKFA will be able to reduce its dependency on public sector funding. The graph and table sets a target for reducing the
additional funding required to zero within ten years. This still assumes partnership funding from LCSD, FIFA etc at a level similar to existing arrangements. Additional catalytic Government funding is however seen as an essential ‘pump-prime’ for the
HKFA and this will need to be ‘front-loaded. Additional funding of circa HK$20.5m will be required in year 1, rising to a peak of circa HK$37m in year 2. The total funding requirement over five years is circa HK$140m an average of HK$28m per annum
over five years.

18

Hong Kong Football Association
Project Phoenix – Change Agent Recommendations – A Future Vision for the Hong Kong Football Association
Implementing the change process will therefore not be cheap but the positive outcomes should be significant. Transformation of the organisation must lead to the
transformation of the sport both on and off the pitch.

Intangible and Tangible Outcomes
The nature of the transformation is such that there will be some tangible and some intangible outcomes. The intangibles are seen as no less important because these will
help to turn around the negative perception of the Hong Kong FA and football in Hong Kong generally. The implementation of Develop – Deliver should result in the
following benefits.




Changes to the Governance, Constitution and Structure will have the following positive benefits:


The HKFA will represent and be sent to represent the sport as a whole and will develop a football family of clubs, individuals and affiliates



Investment and a greater focus will filter down to all areas and people in Hong Kong



The new structure and constitution will give greater credibility in the eyes of the public, the AFC, FIFA and partners



The new Board will be more representative of the sport and will operate in a more transparent way thus reducing real and perceived conflicts of interest



The new FA Assembly will also be more representative of the sport and will support the Board in delivering the strategy.



More people and organisations will be encouraged to work with the new football National Sports Association



There will be a better working relationship between the Board and the Executive with empowerment of key individuals to implement policy

Changes to the Vision, Strategy and Business Planning will have the following benefits:


A clearly articulated and agreed set of vision, mission and values that can be communicated to all stakeholders thus reinforcing the perception of the HKFA as a
well organised, inclusive and efficient organisation that knows where it is going



A clearly defined strategy that makes it clear how the HKFA relates to other organisations



A Business Plan that cascades strategy down into meaningful budgets and action plans



Aligning all activity to the delivery of the prevailing priorities of the HKFA



Strong and purposeful leadership
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Changes to the Organisation will have the following benefits:


The right people doing the right things at the right time with the right resources



Sufficient allocation of people and money to make a real difference across all facets of the sport



Highly effective controls and ‘checks and balances’



A workforce that is well qualified, motivated, directed and rewarded



The creation of an excellent working environment and culture that fosters a positive outlook and a focus on delivering results on and off the pitch



Systems, procedures and hardware that are commensurate with a world-class sports association

Raising the Standard of Football played in Hong Kong will have the following benefits:


Hong Kong and Representative Teams that have the ability to fulfil their potential and bring renewed pride to the nation



Success on the international stage that inspires the younger generation



A positive relationship between the Hong Kong and Representative teams and Professional Clubs



A new Premier League that is independent, self-sustaining and generates huge spectator, sponsor and media interest



Hong Kong teams playing regularly in the AFC Champions League



A new more inclusive structure of football in Hong Kong that promotes more competition at all levels



Better standards of playing, coaching, officiating and development



Football Development programmes that are coordinated across Hong Kong at all levels, that maximise participation, identify talent and nurture that talent through
clearly defined pathways so that self-actualisation through football can become a reality



A structured approach to coach education resulting in more better qualified people at all levels of the sport



Encouragement of the recruitment, development and retention of better trained officials



More, better and accessible football facilities at a community, club and Hong Kong level including home venues for Premier League Clubs, a new National Stadium
and a National Football Training Centre
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The enhancement of the status of football players in Hong Kong such that young people aspire to a career in football through education and welfare support,
academies, minimum wage and a Professional Footballers Association



The ability to attract talent from overseas



The development of talent to such an extent that it is sought out by other countries



The development of effective partnerships across Hong Kong with all football stakeholders

The Change Agent fervently believes that these outcomes can be delivered if Develop – Deliver is agreed, adopted and implemented in full. A partial
implementation will inevitably result in a dilution of the positive outcomes and outputs.
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Specific Targets
The recently approved Government Strategy for Football ‘Dare to Dream’ contained some specific targets. Develop – Deliver has been prepared to make the HKFA fit for
purpose and in so doing help to contribute to and in some cases lead the delivery of the wider strategy. For this reason, Develop – Deliver has adopted the following
targets. Performance against these will be measurable.
Target/Measure
Hong Kong Team FIFA world ranking (men)

Existing Level
146 (Jan 11)

Hong Kong Team FIFA Asia Ranking (men)

26 (Jan 11)

Hong Kong Team FIFA world ranking (ladies)

67 (Nov 10)

Hong Kong Team FIFA Asia Ranking (ladies)

14 (Nov 10)

Annual Number of International Matches (Senior)
Number of Registered Players
Average spectator numbers (New Premier League)
Football ‘Family’ Members
% of Population Playing
Number of Affiliated Clubs
Clubs with Quality Accreditation

5 (Average of last 5 years)
N/A
Circa 1,000
N/A
2.16%
82
N/A

Registered Officials
Football Development Programmes

1016
2,129

Number of Synthetic Pitches
Delivery of National Training Centre
Sports Scholarship Bursaries

11
N/A
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Future Target
120
100
Maintain Top 80
20
15
Maintain Top 10
50
40
Maintain Top 35
11
9
Maintain Top 8
8 Friendly matches (minimum)
6 Competitive (depending on competitions)
280,000
3,000
10,000
4%
120+
25%
50%
1,500
2,500+
3,000+
3,500+
34
Operational by
15 per annum

Date
2012
2015
2020
2012
2015
2020
2012
2015
2020
2012
2015
2020
2010
2014
2015
2012
2014
2014
2014
2016
2015
2012
2015
2020
2015
2014
2012 onwards
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Implementation
The extent of change recommended by the Change Agent is significant as is the level of additional resources that will be required to bring about that change. There will
need to be a formal process to achieve this involving a number of stages and stakeholders. An outline programme is set out below.


Initial ‘in-principle’ Board approval of the Develop – Deliver strategy recommendations – February 11th 2011



HKFA and stakeholder consultation period – Mid February to end March 2011



HKFA Full Membership Extraordinary General Meeting to approve a new ‘Constitution’



HKFA Board Meeting to ratify the Develop – Deliver strategy recommendations April 2011



Discussion with SAR HK Government and other funding partners regarding increased funding – April/May 2011



Develop – Deliver amended based on funding obtained and working party findings



HKFA Full Membership meeting elect the new Board June/July 2011



Inaugural new Board meeting and formal commencement of Develop – Deliver – June/July 2011



Thereafter the hard work starts!

Given the iterative nature of the project and the imperative of certain issues, it may be that some of the interim recommendations are implemented in advance of this
schedule e.g. the appointment of the new Financial Controller, the appointment of a new Hong Kong team Manager/Coach etc. Once Develop – Deliver has been
approved, the critical thing will be to maintain momentum and to ensure that the recommendations and agreed actions take place in a timely and coordinated manner.
The new Board will need to oversee this and empower the Chief Executive and the Senior Management team (once appointed) to get on with day to day delivery.
Monitoring progress against a clear timetable and action plan will be important not only ensure that change happens but more importantly to demonstrate to partners and
stakeholders that the change is being effective and actually transforming the fortunes of football in Hong Kong.
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Prioritising Actions
The table opposite shows each recommendation and priorities the
actions in terms of how critical and urgent each recommendation is:
The criticality of the recommendations has been classified as
follows; Level 1 = Critical to the delivery of the Vision, Level 2 =
Important in the Delivery of the Vision and 3 = Not Critical to the
Delivery of the Vision.
The urgency of the recommendations has been classified as
follows; Level A = Short term action required i.e. immediate. Level B
= Medium term action required i.e. within the next twelve months
and Level C = Longer term action required i.e. within the next three
to five years. The matrix combines these two variables so that for
example recommendations that are in the A1 classification are both
critical to the delivery of the Vision and need to be started
immediately. At the other end of the scale recommendations C3 are
not critical to the delivery of the vision and no action needs to be
taken in the near future.

Summary
The importance of Develop – Deliver can not be over-stated.
Football in Hong Kong is at a crossroads. In one direction lies
continued decline, in the other lies restoration and a potential return
to the glory days. The pathway to glory will not be easy but the
alternative is unthinkable. Hong Kong wants to be, deserves to be
and can be a strong football nation. It is not too late and the end
shall justify the means. As well as considerable investment, it will
take a concerted and cohesive response not only from a
rejuvenated HKFA but also from all other football stakeholders
including the Government, Clubs, Players, Officials, fans and the
media. Let us not miss this change to make Hong Kong football
great again. The HKFA Change Agent commends Develop –
Deliver to you.
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1.

Introduction and Context
Introduction

1.1

This document provides the context for the recommendations being made by the Change Agent appointed by the Hong Kong Football Association (HKFA). The
acceptance and effective implementation of these recommendations will lead to the transformation of the HKFA and provide the organisation with the skills,
resources and means to lead the future development of football in Hong Kong.

Background
1.2

Scott Wilson Ltd of Hong Kong (the Change Agent) has been appointed by the (HKFA) to help transform football in Hong Kong. This follows previous work carried
out by Scott Wilson Ltd on behalf of the SAR Government of Hong Kong on the preparation of a football development strategy named “Dare to Dream”. The
strategy set out key recommendations for football reform and restructuring and was presented to and approved by the Legislative Council in March 2010.

1.3

The Change Agent assignment is divided into two phases. This report entitled ‘Develop – Deliver’ is the ‘output’ of phase 1 and provides a ‘blue-print’ for the
transformation of the National Sports Association. It has been compiled following an in-depth review of all aspects of the governance and operation of the HKFA
and an engagement with various football stakeholders. Develop – Deliver’ recognises that the HKFA will need to firstly ‘develop’ into a world class Governing Body
before it can ‘deliver’ a long-term strategy and vision for the development of football in Hong Kong. The ‘develop’ part of the strategy for change includes the need
to approve, adopt and successfully implement a new constitution and governance structure, a new organisation structure and further recommendations such as
the creation of some new positions, such as Chief Executive. Technical matters are also considered so this report covers the internal (off the pitch) issues and on
the pitch challenges. The second phase of the study which will follow the approval of the recommendations of Deliver – Develop will involve the selection and
recruitment of these key personnel who will work with existing employees and other stakeholders to ‘deliver’ the changes and improvements.

1.4

The changes recommended in Develop – Deliver will provide a catalyst for the transformation of the HKFA and Hong Kong football. It will result in a number of
strategic outcomes:


Guiding documents promoting a unified organisation



A more business-like and commercial approach



Increased credibility and improved relationships with all
stakeholders



Improved funding and long-term stability



A sport that attracts, excites and retains spectators and fans



Excellent Human Resources



Enhanced performance on and off the pitch



Higher FIFA ranking and enhanced status within the Asian Football
Confederation



A Restored pride in Hong Kong Football
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1.5

This study provide the HKFA and its stakeholder partners with a strategy and a quantification of the resources necessary for the development of a state-of-the-art,
cost-effective and sustainable governing body that will be geared up to lead the transformation of football in Hong Kong.

Change Agent – Aim
1.6

The terms of reference for this project are clear and unambiguous. They are summarised below.

1.7

The aim of the study is:

‘To facilitate the change process and to ensure that the governance, structure and organisation of the HKFA is economic and effective and that all
processes and personnel are aligned to and sufficiently resourced to lead the transformation of football in Hong Kong’.

Vision for the Future of Football in Hong Kong
1.8

The vision for football in Hong Kong as articulated in ‘Dare to Dream’ is set out below. The Change Agent team has been cognizant of this vision and has made
the recommendations included in Develop – Deliver to help to bring this vision to fruition.


An independent, strong, financially secure and well managed governing body that provides strategic leadership and direction and works with
stakeholders to deliver the vision for football in Hong Kong and transform the sport into a world class product.



Appropriate, proportional and coordinated support from the government at all levels to help to bring about the step change necessary.



Successful and professional Hong Kong “national” teams with improved FIFA ranking and performance on the international stage backed up by world
class training facilities and support services.



A network of strategically located, good quality facilities (grass and synthetic) to cater for football participation (professional and amateur), and
enhanced facilities and infrastructure including a new stadium and a football training academy.



A professional and independent league utilising ‘home’ venues that generate loyal and increasing support with the ultimate aim of having a team capable
of playing in the China League.



Amateur leagues and clubs with better standards of play feeding directly into the professional level.



A focus on youth development with sufficient resources to deliver improved opportunities for people to progress from beginner to elite performer backed up
by rigorous systems, resources and facilities for talent identification and development.
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Football development programmes coordinated across all sectors including schools and club links that concentrate on both quality and quantity.



Significantly improved standards of coaching, coach education, officiating and access to expertise.



A cultural shift where the professional status of the game is enhanced such that it encourages people to pursue a career in football.

1.9

The Strategy made it clear that this Vision is not Utopia. However it does involve a number of distinct ‘strands’ that are not mutually exclusive. Delivery of one is
dependent on delivery of the others. Dare to Dream stated categorically that achieving the vision will need a coordinated and cohesive response from the football
‘industry’ as a whole as well as its partners. Perhaps the first and most important of these strands is having a strong governing body. Dare to Dream pointed out
that the HKFA is at present experiencing financial difficulties and lacks the skills and resources to deliver the changes necessary. It was recognised that it is critical
to address the current weaknesses in the organisation prior to the implementation of the wider strategy. This was seen as the most important action arising from
the strategy.

1.10

The strategy concluded that the HKFA should lead the development of the sport. It was identified that a voluntary transformation backed up by proportional political
and financial support from the Government is the best way to deliver the strategy.

1.11

Dare to Dream paved the way for the transformation process. This, Develop - Deliver report builds on the strategy and establishes and quantifies the changes that
are now required.
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2.

Scope and Structure of the HKFA
Extent of Influence

2.1

The HKFA currently has a limited influence on the sport of football in Hong Kong. Much of the football played in Hong Kong falls outside the control, knowledge or
involvement of the HKFA. There are many reasons for this and these were articulated in Dare to Dream. For the sake of brevity these are not discussed again in
this document. Suffice to say that because of the decline in interest and revenue associated with domestic football in Hong Kong, the HKFA has had to ‘cut its
cloth accordingly’ and by necessity focuses on certain aspects of the sport. Figure 1 (overleaf) illustrates the current structure and influence of the HKFA. This can
be described as a fragmented and limited approach.

2.2

The reality of the situation is that the HKFA channels its resources mainly into the management of a relatively small number of clubs and divisions. Not
surprisingly, Division 1, the ‘professional’ league receives the most attention. The Hong Kong and representative teams also fall under the scope of the HKFA but it
is acknowledged that insufficient resources are applied to this area to ensure maximum competitiveness. Football development work such as youth training and
coach/officials training is also carried out to a limited extent but this is mostly funded by other partners including LCSD and FIFA.

2.3

As well as not being able to do enough for the Hong Kong and representative teams and football development in its widest sense, under current arrangements the
HKFA has virtually no involvement in other aspects of the sport that it should be leading. For example it should be overseeing, coordinating and encouraging all
football in Hong Kong including the affiliation and accreditation of all amateur clubs and leagues, all player development, girls’ and women’s’ football, Futsal and
mini-football. To put it simply there should be one Association leading the development of all aspects of the sport. This will require a major change.

2.4

The limited and limiting scope of the work of the HKFA is more about resources than ambition and one of the main challenges is to generate more income so that
a wider remit can be applied. In essence that is what this report is all about.
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Figure 1 - Structure of Football in Hong Kong – Current (Fragmented)
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Rationale for Change
2.5

The structure of football in Hong Kong illustrated above is fragmented and does not allow for the coordination of the sport across all sectors and participants.
Opportunities for partnerships are restricted and there is sometimes a difficult relationship with certain stakeholders and interested parties. This needs to change.

2.6

Figure 2a – Evolution 1 (overleaf) illustrates a more inclusive approach which builds on the current arrangements but has the following crucial differences from the
current arrangements.


One Hong Kong Football Association responsible for the overseeing and coordination of all football activity, elite, professional, amateur, male,
female, football development, coach education, officials recruitment, training and retention, Futsal, mini-football etc



A structure that encourages more young people to become involved in football, to remain involved in the sport in various capacities throughout
their lives and provide structured ‘pathways’ to enable them to reach their potential and desired level



A Board and Assembly which is more connected to the wider football stakeholders including the Government, fans, the media and commercial
organisations

2.7

Figure 2b – Evolution 2 shows the next iteration of the development of the structure of football in Hong Kong. The main difference in this future structure is that
there is an independent body set up to manage a new Professional ‘Premier’ League. This structure which is common elsewhere in the world should be introduced
as and when a new Professional League is established and has proved itself to be sustainable. This issue is discussed in more detail later in this report.

2.8

The change from a limited set of responsibilities to a wider remit will require the agreement of a number of individuals and organisations. In addition it will require
an injection of income from a number of sources. The benefits associated with broadening the base of participation and integrating the various facets of football
will be significant and be a major contributor to the development of football in Hong Kong.
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Figure 2a - Structure of Football in Hong Kong – Future (Evolution 1) Integrated Approach
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Figure 2b - Structure of Football in Hong Kong – Future (Evolution 2) Integrated Approach with establishment of a new ‘Premier League’

Recommendation 1 – HKFA Structure
That the HKFA extends its sphere of influence and in future has an overview of all football activity in Hong Kong. There should be one Hong Kong Football Association covering boys’, men’s’, girls’ and women’s’ football at
amateur and professional level as well as Futsal and mini football.

32

Section 3 : Responsibility and Remit of the HKFA

Hong Kong Football Association
Project Phoenix – Change Agent Recommendations – A Future Vision for the Hong Kong Football Association

3.

Responsibility and Remit of the HKFA
The Four Pillars of Excellence
Current Situation

3.1

As discussed above, the current scope of the HKFA is limited. There is a particular focus on the Division 1 clubs in particular and the other three HKFA ‘sponsored’
divisions, 2, 3a and 3b. These four Divisions are currently ‘dislocated’ from the other organised amateur leagues in Hong Kong. They receive a disproportionate
amount of the resources of the HKFA, a situation which is perpetuated by the Governance Structure (discussed below). This arbitrary distinction creates a ‘closed
shop’ and limits the opportunity for progression in the sport.

3.2

Although the HKFA does manage the Hong Kong and Representative (Age Group) squads and some football development programmes, it is acknowledged that
these receive less attention and resources than they merit. This is largely due to the generally weak financial position of the HKFA and the relative priorities of the
current Board members.

Rationale for Change
3.3

The Change Agent suggests that there is a shift of focus and whilst the development of the main leagues is important, indeed the establishment of a new more
high profile better resourced professional league is advocated, there should be more emphasis at both ends of the development continuum. At the elite end the
Hong Kong and Representative teams should receive more support (financial and administrative) and at the same time more attention and funding should be
applied to the grass roots of the sport and the progression from level to level. This activity should be coordinated so that pathways are created to enable all football
participants to achieve their potential. Broadening the base of participation by making the sport more attractive and accessible should be encouraged and systems
should be put in place to identify and nurture talent. A strong league structure both amateur and professional with identified links between the two will be
fundamental in raising the playing standard of football and general interest in active and passive involvement. In turn this should provide a bigger and better
equipped talent pool for the Hong Kong and representative teams. The simultaneous development of these ‘external’ pillars should result in a virtuous circle.

3.4

Of equal importance is how the HKFA conducts its affairs and the reputation is has with stakeholders, partners, clubs, players, fans, the media and internationally.
The organisation should be beyond reproach and must uphold the highest standards of integrity, financial probity and professionalism. The fourth pillar is therefore
internal to the HKFA. The transformation must be ‘bottom up’ and transcend all facets of the organisation.

3.5

Achieving higher levels of participation, better development of talent, providing a platform and pathways for this talent to flourish and ultimately raising the standard
of elite football will take time, effort and resources. Develop – Deliver is the catalyst for this process.
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Recommendation 2 – HKFA Responsibility and Remit
The HKFA should have four main areas of priority (three external to the organisation and one internal) and should align all people and resources
to the simultaneous development and systematic improvement of these linked pillars of excellence i.e.
1. Representative Teams and Elite Footballers,
2. The Professional Clubs and League
3. All Grass Roots Football Development, Amateur Leagues and Pathways at all levels
4. Becoming a World Class Organisation by operating economically, effectively and efficiently and by seeking to uphold the highest
professional standards
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4.

Governance Structure and Constitution
Structure and Guiding Documents

4.1

The existing internal governance structure is set out in the Memorandum and Articles of Association of the Hong Kong Football Association. In many respects
these documents are unwieldy, old fashioned and not ‘user friendly’. They are supplemented by the Rules and Regulations of the Hong Kong Football
Association which purport to operate the game. Together these documents form the Constitution dealing with the internal running of the HKFA and the
relationship with its members, the clubs and with the AFC and FIFA. According to a letter from FIFA of 21st September 2010 the statutes and rules of the Hong
Kong Football Association in numerous respects are not compliant with FIFA’s mandatory requirements or their recommendations.

FIFA Statutes
4.2

4.3

FIFA demands separations of the powers of its national associations:
(i)

Executive – the board (sometimes referred to as the secretariat); and

(ii)

Legislative – currently the members through the AGM; and

(iii)

Judiciary – dealing with club to club and club to player disputes and general other sanctions.

Currently there is no separation of these.

Judicial
4.4

The Judiciary is the easiest issue to address and there is a need to set up a national dispute resolution chamber which is completely independent with a legally
qualified chairman and appropriate representatives from clubs and players. This will satisfy one element of the HKFA being compliant with FIFA.

Legislative
4.5

Currently all business and voting decisions relating to the constitution require 75% of members vote save for:(i)

Approval of the accounts

(ii)

Election of officers

(iii)

Appointment of auditors

(iv)

Proposed rule regulation changes (which are subservient to the articles) which require 50% approval
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4.6

In the context of the Change Agent recommendations that require HKFA approval there will be a need for 75% of members to attend and vote to approve the
changes.

Rules and Regulations
4.7

4.8

The Rules and Regulations of the HKFA should be rewritten so that they are easy to follow and compliant with the statues of FIFA. There will need to be separate
stand alone sections on:(i)

Status of players (including standard professional contract)

(ii)

Judiciary and disciplinary structure

(iii)

Solidarity

(iv)

AFC Licensing requirements

The rest of the rules which will be rewritten as a new handbook can be based upon the FIFA Statutes but introducing local league and competition rules and other
local elements.

Executive
4.9

This document deals elsewhere with the management and organisation of full time employees and operational staff. However the relationship between the Board
and the ‘secretariat’ is a critical one. Under present arrangements the authority of the General Secretary is weak and it is clear if football is to flourish the executive
needs to be stronger, more independent and financially secure and able to lead and create a dynamic strategy for the governance of its clubs and for the
generation of revenue.

Constitutional Structure
4.10

It is acknowledged that under current arrangements power and decision making is vested in a small number of key individuals. Without exception these people are
dedicated to football and spend a disproportionate amount of time and personal resources on the development of football in Hong Kong. Their commitment is to be
applauded.

4.11

However there is a danger that decisions taken by the Board may not always be in the interest of the sport as a whole or at least they could be perceived by others
to be influenced by vested interests. Similarly the Full Membership of the HKFA consists of Clubs from Divisions 1, 2, 3a and 3b. Although the (Divisions 2, 3a and
3b) clubs are ostensibly amateur, many players are paid nominal amounts which when aggregated means that their survival often depends on the support
provided to them by teams in Division 1. This situation has created a mutual dependency which is reflected in the voting patterns. Not surprisingly this maintains
the status quo and is one reason why the HKFA does not enjoy fans and media acclaim. It is clear that the current arrangements are not as transparent as they
could be and that the Board and Full Membership make up and focus is not fully servicing the needs of the sport as a whole.
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4.12

We need to create a structure that allows the following:
(i)

A Board and Full Membership that is more transparent and inclusive and representative of the sport as a whole

(ii)

The appointment of Chief Executive/Independent Chairman with sufficient delegated powers

(iii)

A well structured and authorised executive and operational team to see through the strategy

(iv)

Formation of a new professional (Premier) League (discussed in more detail later in this report)

4.13

In relation to this last point from a constitutional perspective this should ultimately be an independent organisation. However the Change Agent believes that such
a structure should evolve over a few years as the new league gathers strength. Having said that the Change Agent would recommend that the new constitution
should be drafted to reflect the medium term separation of the HKFA and the professional league. This will include the future structure of the new league and the
delegation of powers from the Football Association. Doing this now will demonstrate the intention to the AFC and FIFA and encourage current and potential Club
owners and sponsors to consider the development of professional clubs. This is also important in that the support of clubs is essential if change is to happen.

4.14

Obvious examples of this form of agreement between the FA and a separate Professional League and how it is structured in football exists with:

4.15

(i)

The tri-partite agreement in the setting up of the Premier League between the FA of England, the Football League and the FA Premier League

(ii)

The relationship between the DFB and the Bundesliga in Germany

For the sake of clarity we are suggesting that a new Chief Executive/Independent Chairman initially runs both the FA with its traditional concentration on Hong
Kong team coaching, grassroots and inter relationship with AFC and FIFA but also initially sets in place the structure and revenue opportunities of the new
professional league. This has the added benefit that high calibre candidates will be interested in the positions but it will allow the natural progression for the
splitting of functions into FA and Professional League at the appropriate time.

Recommended Changes
4.16

As can be seen by the above, there is a need to amend the constitutional documents in any case to ensure that they are reflective of the international
requirements of a football Governing Body. In the view of the Change Agent, they also need to be amended to reflect the new scope and remit of the organisation
and best practice in National Sports Association management. There is a formal process for agreeing change enshrined in the existing constitution and these
protocols will need to be used to bring about the changes. This is discussed below.

4.17

In order for a change to happen, an extraordinary general meeting of the Full Membership is required to vote their approval of the changes to the constitution and
the rules and regulations. The members who are entitled to attend and vote are 56 in total including all First Division, Second Division, Third Division a and Third
Division b teams (53 in total) and 3 accredited members i.e. the Chinese Amateur Athletics Federation, the Hong Kong Ladies Football Association and the
Chinese Football Association of Hong Kong.
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4.18

There are many fundamental changes needed as part of Develop – Deliver. These changes are enshrined in the recommendations included in this report. Many of
these recommendations will need formal approval of either the Board or the Full Membership or both. To some people who have voting rights and to the
‘influencers’ of these votes, the changes could be seen to be reducing their control on the sport. There is potential therefore for certain decisions to be blocked. We
are aware of this and we would urge people to vote according to what is best for football in Hong Kong. The transformation of the HKFA will lead to the
transformation of football in Hong Kong. Ultimately this will reap benefits for all whatever their involvement in the sport. It is no exaggeration to state that the future
of football is at stake and in the hands of the few. It is also clear that if the organisation fails to transform, it will not receive the additional funding and other
resources it so badly needs. We sincerely hope that people will ‘buy into’ the big picture and vote in favour of the transformation of football in Hong Kong rather
than using the vote to defend the status quo. We see no reason why ‘Develop – Deliver’ would result in the demise of any of the existing Division 1, 2, 1a and 3b
teams. Furthermore, we are not suggesting that any of the clubs would lose their voting rights.

Changes to the Membership
4.19

It is proposed that we re-name and re-constitute the Legislative body of the HKFA (currently known as the General Meeting of Members) to be called The HKFA
Assembly. We are suggesting that this transition should be phased in so there is some continuity and that the current Full Membership can lead the transformation
process. In 2011 (phase 1) we would not propose any changes to the current Full Membership. This will enable them to consider, discuss and approve (or
otherwise) the recommendations contained in this report, where appropriate. This would include voting in a new Board (see below) in June/July 2011. This new
Board would work with the Membership and the Secretariat to implement the recommendations.

4.20

In 2012 (phase 2) we would advocate the establishment of a Hong Kong Football Forum. Initially this would be separate to the Membership and would be a
sounding board for football matters. Membership of the Football Forum would be conditional on an application process and clear demonstration of an involvement
and interest in football. The Full Membership would approve applications based on strict admission criteria (contained within the Constitution). These criteria would
include having a formal constitution which confirms that the organisation’s primary purpose is related to football or to provide sports development services
beneficial to football. To gain entry organisations would also have to be registered in Hong Kong, have a sound management structure and financial basis etc.
Therefore the remit of any organisation seeking entry into the Forum must be the pursuit of sporting benefit and preferably football related. The Forum could
include members representing leagues, clubs, fans, media, as well as other interested organisations and agencies such as the Sports Institute, Referees
Association, Professional Players Association, District Sports Associations etc. The Forum would meet twice a year to coincide with the General Meeting of the
HKFA. The organisations listed below are examples of the kind of organisation that might be interested in becoming members of the Forum. The list is indicative
only and not exhaustive; HK Chinese Football Referees Association, HK Football Referees Association, HK Sports Press Association, HK Football Commentators
Association, HKJC Sports Medicine and Health Sciences Centre, HK Association of Sports Medicine and Science etc.

4.21

Phase 3 (post 2012) would involve allowing Forum Members to apply for voting rights i.e. Full Membership of the HKFA and therefore the establishment of a wider
HKFA ‘Assembly’. Again, new entrants would need to demonstrate a commitment to and an involvement in the remit of the HKFA. The Secretariat would consider
applications and make a recommendation to a ‘Membership’ Sub – Committee of the Assembly. Appeals would be dealt with by the Board’s judiciary/appeals
Committee in accordance with the Constitution.
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4.22

Ultimately the Assembly should meet up to 2 times a year and
deal with the business of the HKFA including:
(i)

Approval of Accounts

(ii)

Election of the Board Members

(iii)

Appointment of Auditors

Figure 3 – Phased Transition to New Assembly

(iv)

4.23

Any proposed changes to the Rules or the
Constitution
The rationale for this change is to ensure that the HKFA
transforms into an organisation that represents the sport as a
whole and not just a few Clubs. There are 3 suggested Key
Changes:

4.24

Firstly, the number and identity of the Members eligible to Vote
should not be just restricted to the 53 Clubs and three affiliated
organisations. The table (Figure 1) below illustrates the phases of
the transition to a new structure for the Assembly and shows it
including representation from a much wider stakeholder group
e.g. referees, Government departments, Supporters etc. The final
detail of who should be Members and the criteria will need to be
envisioned within the constitution.

4.25

Secondly, the Assembly will ultimately appoint the Board
including an independent Chairman and 3 Non Executives on 4
year terms with retirement on a rotational basis so the directors
and Chairman don’t all leave at once. (See discussion below on
Changes to Board).

4.26

Thirdly we propose a change in the voting requirements to
enshrine the principals agreed on the formation of the new
Assembly and Board. Governance and Constitutional changes
would need 80% of the Members of the Assembly to vote in
favour of changes to:

4.27

(ii)

The delegation of Authority (to organise competitions
and retain Revenue) to New League.

(iii)

Change the terms of service of Directors

(iv)

Change delegated authority of CEO.

Other changes to the constitution would require between 50-75%
votes depending on the issue being discussed.
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Changes to Board
4.28

The narrative above alludes to the need for a new Board Structure to ensure a wider representation and a more transparent approach to decision-making. Figure 2
below sets out the Change Agent’s recommended Board Structure. This includes a number of changes which can be summarised as follows:


A number of non-voting Honorary Board Positions including a Life President and Life Vice Presidents



An Independent Chairman (Executive President)



3x voting Executive Directors Representing Football Clubs



4x voting Independent Non Executive Directors (not directly linked to Football Clubs)



One Director to be the ‘nominated’ Treasurer



The Chief Executive as a full voting Ex-Officio Member



The ability for the Board to appoint a number of Special Advisers.



4 year term for Chairman and Board Members (excluding the CEO which is a permanent position)



A maximum of two terms before retirement from the Board for non-Football Directors, three terms for Football Directors



Three standing committees and a number of Technical sub-committees
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Table 4.1 : Hong Kong Football Association New Board Structure

NON - VOTING BOARD
MEMBERS

VOTING BOARD MEMBERS
X 19 (CHAIRMAN’S
CASTING VOTE)

NON - VOTING

4.29

4.30

HONORARY LIFE PRESIDENT
HONORARY LIFE VICE PRESIDENT (S)
1
2
3
INDEPENDENT CHAIRMAN (Executive President)
EXECUTIVE DIRECTORS (FOOTBALL)
1
/ (VICE CHAIRMAN)
2
3
NON – EXECUTIVE DIRECTORS – INDEPENDENT

TENURE
LIFE

METHOD OF APPOINTMENT
ELECTED BY THE BOARD

ROTATION
N/A

NOTES
In recognition of lifetime achievements

LIFE

ASSEMBLY APPOINTMENT

N/A

In recognition of lifetime achievements

4 YEARS
4 YEARS

ELECTED BY THE ASSEMBLY
ELECTED BY THE ASSEMBLY

4 YEARS FROM 2011

Not linked to a CLUB, max of 2 terms

5 YEARS FROM 2011
4 YEARS FROM 2011
6 YEARS FROM 2011

Can be linked to CLUBS

4 YEARS

ELECTED BY THE ASSEMBLY

1

4 YEARS FROM 2011

2
3
4
CHIEF EXECUTIVE OFFICER
SPECIAL ADVISORS
FOOTBALL (maximum of 4)
GOVERNMENT (maximum of 2)
COMMERCIAL (no maximum)

PERMANENT EX OFFICIO

APPOINTED BY THE BOARD

5 YEARS FROM 2011
4 YEARS FROM 2011
3 YEARS FROM 2011
N/A

Not linked to a club - Representatives of the
‘good and the great’ of HK society – skills /
experience to offer

Head of ‘paid’ secretariat

Recognised experts and specialists
‘ROLLING 4 YEARS’

APPOINTED BY THE BOARD

N/A
Linked to major ‘stakeholder’

Standing committees of the board:


Finance and strategy



Organisation development



Technical and playing – general

Technical sub-committees:


Representative teams



Coaching and Officiating



Professional league



Disciplinary and judiciary



Amateur Leagues



Medical



Football development



Player Welfare



Facilities



Anti – corruption and doping



Girls’ and Women’s’ Football

NB. Detailed Terms of Reference should be established for these Committees and Sub-Committees which set out the work to be done and the extent of powers delegated to the Executive.
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Recommendation 3 – HKFA Constitution
That the HKFA prepares, approves and implements a new set of constitutional documents (Memorandum and Articles, Rules) that are fully
compliant with AFC and FIFA statutes and include for the separation of Executive, Legislative and Judiciary functions.

Recommendation 4 – HKFA Board
That the HKFA approves and adopts a new Board Structure. This should include the following provisions:
1.

A number of non-voting Honorary Board Positions including a Life President and Life Vice Presidents

2.

An Independent Chairman

3.

3x voting Executive Directors Representing Football Clubs

4.

4x voting Independent Non Executive Directors (not directly linked to Football Clubs)

5.

One Director to be the ‘nominated’ Treasurer

6.

The Chief Executive as a full voting Ex-Officio Member

7.

The ability for the Board to appoint a number of Special Advisers

8.

4 year term for Chairman and Board Members (excluding the CEO which is a permanent position)

9.

A maximum of two terms before retirement from the Board for non-Football Directors, 3 terms for Football Directors

10. Three standing committees and a number of Technical sub-committees
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Recommendation 5 – HKFA Membership
That the current HKFA Membership is replaced on a phased basis by a new HKFA ‘Assembly’ with a broader representation which includes
Clubs (Professional and Amateur), Districts and a wide range of other ‘affiliated’ stakeholders conditional on an application process and clear
demonstration of compliance against defined criteria.

Recommendation 6 – Relationship with Executive
That subject to the successful implementation of a new organisational structure (see Recommendation 11 below), the Board agrees a ‘Schedule
of Delegation’ that conveys powers on the Executive to deliver the Board’s approved Strategy and Business Plan.
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5.

Organisational Issues
Vision, Mission and Core Values
Current Situation

5.1

This document has already described the limited scope of the HKFA and its current remit in the leadership, management and development of football in Hong
Kong. This situation has evolved and is a result of a number of factors including a gradual decline in revenue, a reduction in the popularity of domestic football and
the sometimes conflicting interests of the people administering the sport. As has been stated, the HKFA lacks the resources necessary to deliver a wider remit. It
doesn’t help that there is no coherent vision, mission or plan to govern the direction of the organisation. Policy and Strategy is implied rather than explicitly set out
and therefore there is no ability to share the purpose, aims and objectives of the HKFA either internally or externally. This results in the Secretariat often doing
what it thinks the Board wants it to do and to focus operationally on what is in the ‘in-tray’ rather than working to a definitive programme or action plan. The
external perception tends to be of a disorganised body lurching from crisis to crisis. This results in inertia internally and a lack of external confidence which is
manifested in a reluctance for other organisations to get involved whether that be in terms of providing funding or other forms of support and partnership.

5.2

This lack of funding forces the organisation to reduce its involvement in the wider development of football and focus on the priorities of the Board and the Full
Membership e.g. the running of four Divisions (1,2,3a and 3b). The reduction in the popularity of the Professional Division in Hong Kong has lead to a vicious circle
with fewer people watching, less commercial income, an inability to pay players, poorer standards, even less people watching etc etc. This cycle must be broken
but it will not be broken in a sustainable way by simply pouring money into the top few Divisions. It needs a roots and branches approach to football development.
A paradigm shift is required.

5.3

The lack of a clear and coordinated vision and strategy makes it impossible to measure the effectiveness of the organisation because there is no benchmark or
targets against which to measure success.

Rationale for Change
5.4

This report advocates a new organisation structure, constitution and remit. This should be clearly articulated in a vision statement and set of measurable targets. A
suggested Vision, Values and Mission Statement is set out below.

Mission Statement
‘To be recognised and respected in Hong Kong and internationally as the lead body for football in Hong Kong’.
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Core Values


Excellence: To constantly strive to achieve the highest possible standards of football at all levels.



Professionalism: To manage all aspects of the organisation in an exemplary manner and to become a World Class NSA.



Representative: To reflect the whole population of Hong Kong in the work that we do and in the services we provide.



Integrity: To be, and to be seen to be, transparent and honest in all our endeavours.



Inclusive: To work in partnership for the benefit of football with all our stakeholders.



Inspiration: To motivate people to become involved in football playing, coaching, officiating, watching and administrating.

The Vision for the HKFA
Develop
5.5

In the next twelve months the HKFA will develop into an organisation with:


A demonstrated ability to transform into an organisation fit to lead football in Hong Kong



An agreed new Board, Constitution and Governance arrangements



A wider remit covering the whole sport



Additional financial resources



A new organisational structure and additional Human Resources



Enhanced management and motivation of Human Resources



An agreed set of changes to the League structures in Hong Kong and an implementation plan



An agreement with Government on additional and guaranteed access to facilities
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The start of additional commercial revenue



An agreed Football Development Plan



Improved partnership arrangements with stakeholders



Better relationships with fans and media

Deliver
5.6

In five years time the HKFA will have delivered the following:


An organisation that is respected in Hong Kong and internationally for its innovative approach and the results it produces



An organisation that is financially stable and suitably resourced



An organisation that attracts and retains excellent staff with a performance management culture



Better standards of play at all levels



Higher AFC/FIFA ranking of international teams



A significant increase in the number and quality of players, coaches and officials



Well established ‘pathways’ to allow talented footballers to achieve their full potential



A balance between the supply of and demand for football facilities



The realisation of the National Football Training Centre as the pinnacle of a coordinated facilities network



A revised, more competitive and inclusive League structure



A sustainable fully professional and independent Premier Football League with home venues, commercial revenue and higher levels of spectators



A vibrant football ‘Product’ that attracts spectators, sponsors and broadcasters



A welfare system for footballers



An organisation that partners respect and want to work with
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5.7

5.8

Longer term goals (say 10 years +):


Making football a desirable career



Exporting home grown talent to other countries



Being competitive at international competitions (East Asian Games, Asian Games, Olympics, World Cup)



Hosting international tournaments



A new National Stadium



Hong Kong teams being competitive in the AFC Champions League



The HKFA being financially self sufficient

The above is suggested by the Change Agent. The HKFA can adopt it, if considered appropriate. On the other hand, it could amend or re-write it. The important
thing is that there is an agreed vision, something that will guide the future direction of the organisation and set out the clear intention of the HKFA for partners and
stakeholders

Recommendation 7 - Vision
That the HKFA agrees this new Vision Statement and communicates it effectively internally and extensively externally.

Focus and Planning
5.9

The work of the KHFA tends to be ad hoc within the general priorities described above i.e. a focus on the management of the top 4 divisions. Staff within the
Secretariat do not always know what they are supposed to be doing and why. The Vision for the HKFA should provide the ‘direction of travel’ for the organisation.
This needs to be cascaded down into other strategies and plans so that everyone knows what they are doing and to what end. Each Department of the HKFA
should use the Vision for the starting point for their own Business Plan. All none ‘value-adding’ activity should be challenged. A more focused approach will lead to
more productivity as well as ensuring that all resources are aligned with the organisations purpose.
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Recommendation 8 – Strategic and Business Planning
That each Department/Function of the HKFA prepares an annual business and financial plan which reflects the priorities of the Board as set out
in the vision and strategy. Plans should set out the resources required to deliver a specific set of measurable outcomes.

Relationship with the Board
Current Situation
5.10

The secretariat of the HKFA is over-stretched and under-resourced. Although there are many enthusiastic staff, the reality is that they lack direction and
leadership. This is in part due to the fact that the secretariat is ‘remote’ from the Board. The General Secretary is not a voting Member of the Board and lacks the
authority to influence policy and to make operational decisions. This isn’t helped by the lack of an articulated vision and strategy which means that there is no
coherent plan to implement. The relationships appear to work on a personal level but professionally there is uncertainty as to where the respective responsibility of
the Board and the Secretariat starts and stops. The current arrangements mean that policy and strategy is often poorly articulated if at all and is subject to frequent
changes in direction. This does not help either internally or the external perception.

Rationale for Change
5.11

Once a vision and strategy has been agreed, the Secretariat should be strengthened (see organisational structure below). It should have the resources to deliver
and the relationship between the Secretariat and the Board should be clarified. A clear ‘Schedule of Delegation’ should be prepared and adopted which sets out
what requires Board approval and what the Secretariat is empowered to determine and implement without recourse to the Board.

Recommendation 9 – Day to Day Decision Making
That the HKFA Secretariat should be strengthened and that a defined Schedule of Delegation should be approved giving authorisation for day to
day decisions within a policy and strategy framework as determined by the Board.

Leadership and Direction
5.12

The HKFA is not a cohesive organisational entity – indeed, in many respects it is quite dysfunctional. Much of its dysfunctionality links to the lack of clarity over its
purpose. This is not to say, its employees are not hard working – far from it, but much of the effort is misdirected. There is a clear lack of Executive Management
leadership. However, unless and until there is greater clarity around both the role of the Board and the role of the Executive Management, and the consequent
willingness to devolve responsibility down to a (stronger) Executive Management, then this leadership vacuum will prevail.
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5.13

The organisation needs to go through a major change – culturally and organisationally. It will therefore need an experienced Chief Executive, with proper
delegated authority from the Board, to lead that change. The CEO will need well rounded and proven general management skills; be familiar with and capable of
managing within a multiple stakeholder interest environment; be both financially and commercially astute; have a strong empathy with football – but it is not
essential that the individual has a football background. He will need to be empowered to deliver the work of the HKFA, free from unnecessary interference.

5.14

In accordance with best practice business and sports administration, we believe that as head of the paid team the CEO should be a voting member of the Board.
This will help to attract the right calibre of person and demonstrate independence to the outside world. It will ensure that there is a ‘seamless’ relationship between
the Board and the Executive, and ensure transparency in the decision making process.

Recommendation 10 – Leadership and Direction
That the HKFA appoints an experienced Chief Executive as a full voting Board Member

Organisational Structure
5.15

The HKFA is currently under-resourced in human terms even for its limited scope and remit. Moving forward if the organisation is to deliver its role of leading the
delivery of the vision for Football in Hong Kong as articulated in the Government’s strategy; it needs to be considerably strengthened in terms of both absolute
numbers of staff and their requisite skills. Figure 5 below shows the optimal organisational structure required to fully implement this change plan. Figure 6
illustrates which of these positions would be a member of the senior management team and Figure 7 sets out which of the posts within the structure are new
positions.

5.16

The new structure places at the head a new Chief Executive as discussed above to provide the leadership and direction that is required to transform the HKFA.
The CEO will be supported by four Directorates as illustrated in the tables. The purpose of the Directorates is described below.

Technical Directorate
5.17

The new Technical Directorate would be responsible for all aspects of football development. Initially we have divided the work of the Technical Department into
two distinct but linked strands. Firstly the nominated ‘Technical Director’ (which is an AFC/FIFA requirement and funded position) would work closely with the Hong
Kong Team Manager and Coaches and focus on the elite end of the continuum. The person appointed would determine the style of play for Hong Kong and
establish coaching methodologies. They would also oversee the critical area of refereeing. The Directorate would also coordinate all football development activity
and ensure a seamless progression from grass roots football to elite player development. There would be a Director of Football Development to focus on the grass
roots football development and to establish the pathways to excellence.

5.18

The two Directors will be supported by a team of five Managers responsible for specific areas of development (elite, youth and grass roots, coaching, refereeing,
women, Futsal and mini-football). There would also be a team of development officers based in each of the 18 Districts who would be responsible for grass roots
football development across all of the specialist areas but at a local level.
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5.19

These people would work closely with District Councils, District Sports Associations, Schools and Clubs and would identify talented footballers and channel them
through identified pathways (described in more detail later). This new Technical Directorate will fill the gap that exists at the moment in terms of football
development activity and should significantly raise the standard of play.

5.20

The Technical Directorate and specifically the Technical Director will work closely with professional clubs and representative teams and will support their
development work rather than duplicate it or worse still compete with it. Much of the work of the Directorate particularly at the elite level and the coach education
work should take place at the NFTC if and when it is developed.

5.21

The Hong Kong Team Manager/Coach would be responsible for the Hong Kong and representative teams and this could be seen as a fifth Directorate. However
despite reporting to the Chief Executive and having a degree of autonomy, the post-holder and team would work closely with the Technical Directorate.

Commercial Directorate
5.22

Much has been made of the lack of revenue in the sport. The Change Agent is advocating the need for a new Commercial Directorate to address this weakness.
The purpose of this Directorate will be to maximise income (from commercial sources and public finances) and to generate sponsorship for the new league and
other development initiatives. The Director will be primarily responsible for the establishment of the new Premier League and will also have a remit for the
development of new facilities and partnerships. For example the post-holder could be the main HKFA representative on any joint working party established to
develop, commission and operate the new National Football Training Centre.

5.23

This Directorate would also be responsible for marketing, communication and PR and some of the existing personnel would therefore be based in this team. We
recommend the creation of a new position of Communications Manager and the separation of the marketing function from the Communications/PR function. These
are really two distinct jobs with the first being concerned with the publicity and promotion of the work of the HKFA and the latter being responsible for media
relations and protecting the interests of the HKFA. There is an argument for having the Communications/PR person reporting directly to the Chief Executive,
especially in times of crisis but in this case we are suggesting that it is part of the Commercial team, at least initially.

5.24

It is envisaged that the existing Head of International Development should fit into this Directorate in view of the international communications nature of this role.

5.25

The Commercial Director would be a key member of the senior management team and would assume responsibility for the HKFA in the absence of the CEO. The
Directorate would be lean, responsive and commercially astute.

Internal Finance and Administration Directorate
5.26

This Directorate would run the internal affairs of the HKFA and be responsible for finance, legal, personnel, systems and procedures and all administration
including providing the secretariat for the Board and HKFA Membership/Assembly. Some new posts would need to be created to cope with the increased workload
and to strengthen the support services in key areas. Many of the existing employees would be located in this Directorate.
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Football Administration Directorate
5.27

Again this newly designated Directorate would encompass many of the existing functions of the HKFA including the Competitions Team. The Directorate would
administer all club, player and officials’ affiliation and registration. It would administer the leagues and cup competitions and the administration of the Hong Kong
and representative teams.

5.28

There would be sub-divisions relating to the amateur and professional leagues and the team would manage the administration of the new league as opposed to its
establishment and promotion which would fall under the remit of the Commercial Directorate. At some stage in the future those responsible for the organisation
and administration of the Professional League would transfer to an independent but linked organisation.

Magnitude of Changes in Personnel
5.29

It can be seen that the Change Agent is suggesting a significant uplift in the number of posts within the HKFA. This increase is considered necessary to deliver the
wider remit of the organisation and the expected outcomes. It is not growth for growth’s sake but rather the development of a staffing resource commensurate with
a transformed HKFA and the wider role and remit as set out in this document. It is not envisaged that all of these positions will be created and filled immediately.

5.30

In fact the organisational structure needs to expand in an iterative way as Develop – Deliver is gradually brought to fruition. Clearly there is a significant but
necessary additional cost associated with this increase over the strategy period as illustrated below.
Table 5.1 : Strategy Period Additional Cost

8,589,794

19,589,252

25,483,044

27,206,617

28,554,448

29,969,671

Current Year

2011/12

2012/13

2013/14

2014/15

2015/16

Total Salaries, Bonus and Overtime (HK$)

5.31

The Change Agent is confident that the move towards a new organisational structure can be achieved without the need for redundancies. It is envisaged that
existing post-holders will have a role within the new structure. This is because the suggestion is to extend the remit of the HKFA and build on current activities and
not to cease or replace them. The vast majority of people can stay within their existing job and role. For a small number of people there will be a need to amend
job titles and roles. Clearly the new structure and job roles are the recommendation of the Change Agent. There should be flexibility to allow any incoming Chief
Executive and Directors to suggest alterations to the organisational structure.
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5.32

The table below summarises the new positions/job titles that will be required to implement Develop – Deliver.
Table 5.2 : New positions/job titles and the roles envisaged

Position

Summary of Remit and Role

Number

Appointment

Chief Executive

To lead the organisation and transformation of the HKFA. To be an Ex-Officio Member of
the Board with full voting rights. To be given delegated powers for the day to day
management of the secretariat and be the conduit to the Board.

1

2011

Technical Director

To work in a new Technical Directorate which will manage all aspects of the development
of the Sport from the grass roots to the elite teams? The Technical Director will focus on
the elite end of the continuum and work with the National Team Manager/Coach

1

2011

Director of Football
Development

To work in the Technical Directorate in partnership with the Technical Director with a
specific remit to establish football development initiatives at grass roots and pathways
between providers

1

2011

Regional Managers
Manager

To work within the new Technical Directorate and have specific responsibility for key areas
of development e.g. elite football, referees, grass roots, girls’ and women’s’ football, futsal,
mini-football etc

5

Phased 2011 to 2013

District Development
Officers

To work within the Technical Directorate and in partnership with District Councils and other
stakeholders with primary responsibility for community grass roots football and talent
identification and development.

18

Phased 2012 to 2014

Commercial Director

To lead a new Commercial Division within the HKFA with responsibility for income
generation (public and private), sponsorship and development of football facilities including
the NFTC.

1

2011

Development Manager

To work within the new Commercial Directorate

1

2012
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Position

Summary of Remit and Role

Number

Appointment

Communications
Manager

To work within the Commercial Directorate with primary responsibility for the effective
public relations of the HKFA.

1

2012

Marketing/Monitoring
Asst

To measure the outputs and outcomes of the HKFA and report to the Board and other
stakeholders on the delivery of the vision and strategy.

1

2013

Director of Finance and
Admin

To manage the internal affairs of the HKFA, to ensure the economic, effective and efficient
operation of the organisation and to provide a secretariat service to the Board and
Assembly.

1

2011/12

HR Manager

To manage the Human Resources of all aspects of the HKFA including the recruitment,
retention and development of all staff

1

2012

Systems Manager

To develop and manage all systems and procedures and to streamline and coordinate all
software and hardware. To align all activity with the aims, objectives and targets of the
organisation and ensure quality control across all operations.

1

2012

Finance Controller

To plan, manage, monitor and report all financial matters. To liaise with external funding
partners and auditors and to provide timely and accurate financial information to the CEO
and Board.

1

2011

Total

34

5.33

The appointment of 34 additional posts is an ambitious undertaking, however so is the transformation of a National Sports Association. It should be stressed that
the increase in the establishment will be phased to limit the disruption on the organisation and stagger the increase in costs. It should also be stressed that 25 of
these positions are directly associated with football development. The intention is to impact on the delivery of football outcomes not to create a new bureaucracy.

5.34

In addition there are two new roles (not new positions) identified on the revised organisational structure, a Director of Football Administration and a Professional
League Manager which could replace two existing posts. These have not been included within the above table because we would suggest that subject to the
agreement of the people concerned, these roles could be fulfilled by existing employees. This will clearly require additional discussion.
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5.35

The Change Agent believes that it is essential that some new posts are filled in the very near future, to build on the momentum that has been generated and to
manage the transformation process. The Chief Executive, Commercial Director, Technical Director and Director of Football Development would fall into this
category but clearly the Change Plan will need to be approved before people can be recruited because there is currently a lack of funding to pay salaries.

5.36

Even before this however we believe that a Financial Controller should be appointed immediately because there is a need to address financial management
weaknesses now.

Special Advisers
5.37

The organisation charts shown below include the opportunity to appoint External Special Adviser(s) to the Executive. These would be specialist ‘consultants’ used
to advise on specific issues e.g. to assist in the transformation process, or the establishment of the new Professional League etc. These are not the same as the
Advisers at Board level because they are seen as more permanent positions however, there would be nothing to prevent the Executive Advisers attending Board
Meetings and contributing to policy and strategy.

Hong Kong Team Manager/Coach
5.38

The Change Agent understands that the current Hong Kong Team Coach does not wish to continue his employment beyond March 2011 when the current
contract expires. We believe that there are positions within the new structure that are commensurate with his skills and experience but it will be for him to decide
whether to apply for these positions or not. However irrespective of this, there is clearly a need to appoint a new Hong Kong Team Manager to fill the vacancy
created.

5.39

The timing of the departure of the existing Hong Kong Team Manager is unfortunate and creates a dilemma. The Change Agent does not believe that now is an
optimum time to appoint a replacement at the level that will (hopefully) be required in the future. Moving forwards an experienced person will be required with high
level experience who can take the Hong Kong and representative teams forward i.e. raise the standard and improve the AFC/FIFA rankings. The salary will need
to be set at a level that will attract suitable candidates for this position.

5.40

However it will be some time before the other strands of this change strategy will produce results that will improve the Hong Kong and representative teams to a
level that would perhaps attract a suitable candidate. On the other hand appointing a new Manager/Coach will in itself be instrumental in bringing about the
change. We would advocate a fixed term (one or two year contract) for a new Hong Kong Team/Manager/Coach with very clear targets for improvement and the
incentive of a contract extension linked to results.
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Recommendation 11 – Organisational Structure
That the HKFA approves and systematically implements a new organisational structure which is commensurate with and aligned to the new
governance structure, remit and strategy of the HKFA as set out in Develop – Deliver. The new organisational structure should be based on;
1.

The appointment of a high level and suitably experienced Chief Executive

2.

The establishment of four Directorates, 1) Technical, 2) Commercial, 3) Internal Finance and Administration, and 4) Football Administration

3.

That appointments are made for the Directors of each Directorate as soon as the strategy is approved and funding is in place

4.

A strong Technical Directorate responsible for delivering football development at all levels through the work of specialist Development
Managers (Elite, Coaching, Refereeing, Youth and Grassroots, Women’s’, Futsal/Mini-Football) and eighteen Community Development
Officers working at a District level

5.

The appointment of other key support personnel required to deliver the strategy

6.

The ability to appoint specialist external advisers for specific projects and roles

7.

The immediate appointment of a new Hong Kong Team Manager/Coach on a fixed term contact with clear targets

8.

The immediate appointment of a Financial Controller
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Figure 4 - Hong Kong Football Association – Suggested Organisational Structure (Ultimate)
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Figure 5 - Hong Kong Football Association – Senior Management Team
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Figure 6 - Hong Kong Football Association – New and Re-designated Positions
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6.

Financial Management and Commerciality
Current Situation

6.1

The financial position of the HKFA is not healthy. Over the last three or four years there has been a worrying reduction in reserves and it is apparent that there is a
lack of regular commercial revenue and/or broadcasting income. The professional clubs are similarly starved of cash as a result of limited match day receipts,
sponsorship and other commercial income. The HKFA has set a ‘deficit’ budget in the current financial year despite having virtually no reserves to fall back on.
Anecdotally the profit and loss account bears little relationship to the budget and whilst this might mean that the cash flow situation is better than it might appear, it
is hardly indicative of an organisation that has its finger on the financial pulse. For various reasons there have been no audited accounts prepared or reported for
three years. This is extraordinary. The HKFA can only be described as in a parlous financial position. It is heavily reliant on its subvention grant(s) from the
government, other partners such as FIFA and its own Directors.

6.2

The internal financial management of internal affairs is extremely poor. There is an urgent need to get a proper grip on the financial management of the
organisation. Moreover, unless and until it can show itself more capable of managing its financial affairs, it is unlikely that the government will be prepared to
consider further funding – which is vital if the organisation is to develop as at present it is seriously under-funded. Addressing the immediate financial management
position is therefore identified as a critical imperative.

6.3

There is an urgent need to get the HKFA’s financial position on to a sounder footing. It needs to quickly sort out the problem of not having had audited accounts for
the last three years. Moreover, it needs a clear financial plan if it is to have any chance of improving its funding/subvention opportunities. Regardless of any other
organisational structure change, therefore, it needs to recruit an experienced Head of Finance and Administration and a Financial Controller and to do so as soon
as possible. The Financial Controller needs to be a locally qualified accountant, probably with 5 years plus post qualified experience. They must have knowledge
of the workings of government and commercial funding, in addition to the normal skills and experience in financial compliance and reporting.

6.4

There is a clear lack of commercial management and development skills within the HKFA. As such, it does not have the wherewithal, at least currently, to develop
potential alternative revenue streams that will help fund the longer term development of Hong Kong football including the development of a new Professional
League. In the medium to long term, the HKFA needs to develop a much greater source of revenue from commercial activities – encompassing commercial
partnerships, sponsorship, broadcasting rights, merchandising and so forth. This will, as described above, require a Commercial Director with broad commercial
and marketing experience. This is all about the commercial exploitation of the power of football in Hong Kong which is simply not happening at the moment.
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Recommendation 12 – Financial Management
That the HKFA immediately addresses its weakness in financial management and control as part of the fourth pillar of excellence. This will
include;
1. The immediate appointment of a Financial Controller
2. The establishment of a new Directorate of Finance and Administration
3. The introduction of effective systems (hardware and software) and procedures (modus operandi), including the development of a detailed
procedure manual with clear rules for modification and approval. The document should cover all activity of the HKFA and shall be strictly
enforced to ensure the maintenance of good business practices

Human Resource Management
Current Situation
6.5

This report has already stated that the existing ‘Secretariat’ is under-resourced and that they tend to focus on the wrong things. This section deals more with how
those limited resources are managed rather than deployed. For any organisation to be effective it needs sufficient personnel who are knowledgeable, suitably
qualified, directed and motivated. Without exception the people employed by the HKFA are very enthusiastic about their job and football. They tend to do it for love
not money. There is a limit however as to how much an organisation should exploit that fact.

6.6

The Change Agent concludes that more should be done to direct and motivate the staff working within the HKFA. Most people do not have job descriptions and
there is inevitably some confusion about job roles and responsibilities. Systems for managing people are somewhat ad hoc.

Rationale for Change
6.7

It is a truism that Human Resources are an organisation’s biggest asset. This is particularly true in an ‘outward-facing’ customer service such as a national sports
association. People need to be well-managed, motivated and working towards common goals. The HKFA currently has no professional HR support within the
organisation and this should be rectified.
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Recommendation 13 – Human Resource Management (General)
That the HKFA become an employer of choice and adopts the highest standards of management of its human resources. This should include the
appointment of a HR Manager within the Directorate of Finance and Administration who will be responsible for the recruitment, training,
development, retention and discipline of staff.

Direction and Briefing
Current Situation
6.8

The organisation is not clearly structured at present and there is no real understanding of who reports to whom. As stated previously there is no grand plan or
strategy and so people tend to get on with what is in the ‘in tray’ rather than undertake actions in a coordinated way. Because the organisation is only loosely
structured there are no real leaders that direct people and align their day to day activity to the strategy of the HKFA.

Rationale for Change
6.9

This Change Plan recommends the establishment of defined Directorates which will have their own leaders and business plan all fitting into and reflecting a new
vision and strategy for the HKFA. It will be the responsibility of these leaders to be fully conversant with policy and day to day priorities and to direct and brief their
teams accordingly.

Recommendation 14 – Team Briefing
That regular dialogue takes place between all levels of the HKFA and that information is cascaded down effectively from the Board to the Senior
Management Team and all staff through regular communication both formal and informal.

Training and Development
Current Situation
6.10

There is little time for training staff even if there were the resources to do so. We have not seen a training plan either for the organisation or individuals. Updating
the skills of the workforce is fundamentally important in keeping the organisation at the cutting edge as well as being a key factor in the motivation and retention of
staff. There appears to be no formal induction or appraisal processes and as a result people do not receive timely or constructive feedback on their performance.
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Rationale for Change
6.11

Once clarity has been given to the organisation’s rationale through the preparation of a strategy for the HKFA and the individual Directorates and once people
have been given clearly defined job descriptions and targets there should be a formal appraisal process. The on-going performance of all staff should be regularly
reviewed both formally and informally and feedback should be provided. Ensuring that staff are working effectively and efficiently and that their actions are
appreciated will reap rewards. Aligning actions to the common goals is of paramount importance. Working in a sporting environment often involves pressure and
unsocial hours. This must be recognised.

Recommendation 15 – Continuous Professional Development
That all employees of the HKFA (current and future) are given job descriptions that reflect their role and prevailing priorities and that they are
subject to a regular appraisal process that identifies training needs. Developing the human capital should be a key priority of the new HKFA,
based on merit and with the highest degree of integrity.

Staff Remuneration
Current Situation
6.12

A full review of salaries and wages is outside the scope of the work of the Change Agent. However clearly the recruitment, retention and motivation of human
resources are critical in any organisation. Anecdotally the remuneration package of employees of the HKFA has fallen below the equivalent of other National
Sports Associations and other similar professions in Hong Kong. There is evidence that staff turnover is high at the HKFA and this creates operational difficulties.
For example if new employees are brought in at a higher rate of pay and benefits than incumbent employees, this will cause resentment and divisiveness in an
organisation where teamwork is fundamental. Staffing levels are already low and losing additional people will stretch resources even further. We are suggesting
the establishment of a number of new positions within the HKFA as part of Develop – Deliver. We would not want the employment of new people to exacerbate
matters and create a two-tier workforce.

6.13

We would suggest that as part of the change process, wages, salaries and benefits are reviewed and benchmarked against similar National Sports Associations.

Recommendation 16 – Staff Remuneration
That staff wages, salaries and benefits of the staff employed at the HKFA be reviewed and benchmarked against other similar sized National
Sports Associations with a view to ensuring the ability to recruit and retain high calibre employees.
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Systems and Resources
Current Situation
6.14

For the reasons set out in this paper, the HKFA has limited resources and not surprisingly these are focused externally i.e. on delivering services to clubs, the
Hong Kong team etc. As a result very little has been spent on modernising the internal working practices and systems (hardware and software). Many of these
including computer systems are antiquated and unsophisticated. This results in a lack of productivity and efficiency.

Rationale for Change
6.15

The remit and role of the HKFA is set to change if Develop – Deliver is implemented. The organisation must modernise itself if this to be achieved. Information
Technology must be updated and databases established. Activity must be coordinated across Directorates so information is readily available. Knowledge
management across the organisation should be improved. Internal and external processes should be developed. Specifically there is an urgent need to update
financial management systems.

Recommendation 17 – Systems and Resources
That all systems, procedures and working practices are reviewed by the four Directorates and new protocols be developed based on the
Schedule of Delegation (Recommendation 6) that reflect the priorities of the new vision and strategy. That additional hardware and software be
purchased to streamline working practices and ensure that the HKFA is modernised technologically.

Marketing, Communications and Public Relations
Current Situation
6.16

There is little evidence that marketing, communications or PR are major priorities of today's HKFA. This almost certainly reflects a lack of strategy as well as
resources. The two enthusiastic members of staff charged with such tasks are also expected to handle roles as diverse as ticketing, photography and the regular
updating of the HKFA website.

6.17

The Change Agent heard criticism that unlike other governing bodies in HK, communications from the FA were always in Chinese but rarely in English. Bilingual
communication is seen by other sports as crucial. The HKFA website meanwhile is widely regarded as basic and unsophisticated in the current generation. Little
attention appears to be paid due to limited resources to proactively engaging with the HK media on a regular basis.
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6.18

The website will need to be redeveloped in any case to reflect Develop – Deliver, for example the wider remit of the HKFA and to encourage involvement of the
whole football community in Hong Kong. Electronic media is however just one aspect of marketing and the HKFA is generally weak in this area. Again this is not
the fault of the enthusiastic people working in this aspect of the organisation. Again it reflects the lack of strategy and resources. In the context of a sports
association the marketing and communications functions are actually two separate things. Marketing is about promoting the organisation and what it does, whilst
Communications and PR is about developing positive relations with the media and other stakeholders. This should be reflected in the structure of the HKFA but
due to the limited resources available, is not.

Rationale for Change
6.19

The new Commercial Directorate will need to prepare and deliver an effective marketing and communications strategy. The transformation of football in HK will
only be complete when it is acknowledged at home and abroad. So rebuilding the image of HK football and of the HKFA must be a key objective of a new
Marketing, Communications and PR strategy. It should be developed as an urgent priority by the Commercial Director in liaison with his or her Heads of Marketing
on the one hand, and Communications/PR on the other. In the context of a modern sports association, the marketing and Communications/PR functions are
increasingly seen separately. Marketing is about proactively promoting an organisation, and what it does. Communications/PR crucially involves 24/7 attention to
developing positive relationships with the media and other stakeholders, as well as crisis management as required. New posts are recommended (although one
could be filled by an existing employee) and this will facilitate clear distinctions between roles. Some CEOs are likely to want their Communications/PR staff
working directly to themselves, but this is not recommended by the Change Agent at this stage. A new CEO will want to put their own stamp on the organisation.

6.20

Both of these functions will be instrumental in promoting the new HKFA and demonstrating that it has embraced the changes required to transform the HKFA.
Promoting the positive side of the HKFA and what it achieves is critical if additional revenue is to be derived form commercial activities such as sponsorship,
broadcasting, merchandising etc. This function is seen as essential in the establishment of the new Professional Premier League.

6.21

The Change Agent would like to emphasis the crucial role that effective PR will play in changing the public and media perception of the organisation. The
reputation of the HKFA is low and this is hampering its work and demoralising the staff. A clear PR strategy is required and must be implemented quickly and
effectively.

Recommendation 18 – Public Relations
That a new Marketing and Communications strategy is developed under the auspices of the new Commercial Director and that greater emphasis
is placed on developing excellent working relationships with all stakeholders and especially the media.
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Working Environment
Current Situation
6.22

The HKFA has a long lease on an office building in Ho Man Tin. The building was refurbished some time ago using money provided by FIFA. It has to be said that
the first impression created on the visitor is not good. The entrance area is not particularly welcoming or impressive. The lift is claustrophobic and does not inspire
users with the confidence that they will reach their destination. The reception area on the second floor used by people to register etc is similarly cramped and
uninspiring. Therefore visitors could be forgiven for thinking that they had stumbled into a time warp rather than into a modern, progressive and effective sports
association.

6.23

The building does not work well from an employee point of view either. Space is not used well and the working environment and atmosphere is poor. The layout
and configuration of desks reinforces the ‘silo’ approach to working and there is a knock-on effect on organisational culture.

Rationale for Change
6.24

A National Sports Association should have a head quarters commensurate with its significance. Whilst we would not suggest anything too palatial (that would give
the wrong impression), there is a need to improve the visitors’ perception and experience. It is important also to enhance the working environment. We recognise
that the building is limited in size and that accommodating the additional people advocated by the Change Agent will be challenging to say the least. The good
thing is that many of the new positions will be ‘outreach’ workers based in the community. Nevertheless there will be a need for a total review of accommodation
and configuration. At some stage in the future it would be hoped that the Technical Directorate could be based in the National Football training Centre.

Recommendation 19 – Working Environment
That the existing HKFA Headquarters be refurbished and re-organised to create a better working environment that reflects the new
organisational structure and that if the National Football Training Centre comes to fruition, consideration be given to relocating all or some
(Technical Directorate) to that site.
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7.

Funding Strategy

7.1

One of the main problems highlighted in this paper is the lack of resources at the HKFA’s disposal. This limits what it can do and the extent of its influence. The
financial situation is getting worse and there are now very few, if any reserves to fall back on. Unless additional money is received there is a real chance that the
organisation will fail or at least be so strapped for cash that it operates on a shoestring and performs the minimum functions only. This would be disastrous and
very damaging to football in Hong Kong. Develop – Deliver cannot be implemented without an injection of money. Given the parlous nature of the existing
organisation together with the low status and popularity of the sport domestically, it is unrealistic to expect that money to come at least initially from registration
fees, gate receipts, sponsorship and broadcasting.

7.2

These revenues are usually the mainstay of funding for a national football association. It will take some time for these income streams to develop. In the meantime
some ‘front-loaded’, pump priming funding will be required and this can only come from the public purse. The Change Agent understands the sensitivity of this and
the need to justify the use of public sector money. That is why there is so much emphasis in this report on the positive outcomes that will be derived if the sport
flourishes. We are not in the business of promoting ‘leaps of faith’.

7.3

On the contrary we would expect any additional funding to be inextricably linked to quantifiable outputs and outcomes. Football in Hong Kong has been described
as being caught in a vicious circle of decline where a lack of interest has lead to falling revenue which has lead to a decline in standards and so on. We agree with
that analysis and the whole point of Develop – Deliver is to reverse that circle and turn it into one that is virtuous. If the strategy to improve football is successful,
the fortunes of the sport will be turned around. Better standards of play, improved success of the Hong Kong Team, a new Professional Premier League are all
positive factors that will combine to lift the sport to new heights.

7.4

Renewed interest will bring with it more people watching, more media interest and therefore more commercial interest. This will take time however and ‘incubator’
funding and investment will be needed. Over time it is not inconceivable, indeed it should be a target, for the HKFA to be significantly less dependent on public
sector funding. It is unlikely that it will ever be totally self-sufficient and that it will continue to receive subvention from the government and FIFA to deliver
programmes of a social nature. The Change Agent has prepared a detailed financial plan which has been built up from zero based on existing income and
expenditure and a gradual build up of activity including the recruitment of personnel and additional investment in football development. Over the strategy period
(2011 to 2015/16) the income received by the HKFA should increase from HK$27m to HK$104m.

7.5

The main sources of additional revenue will be from sponsorship, other commercial initiatives, player and club affiliation fees, football development fund income
(courses etc) and existing partners e.g. LCSD/FIFA. Over the same time period, the annual costs of the HKFA will also increase as a direct result of delivering the
strategy from HK$31m to HK$127m. The additional costs relate to staffing, more football development activity, the establishment of a new Professional League
and Divisions 1 and 2, greater support to the Hong Kong and representative teams etc.

7.6

The gap between income and expenditure over the five year period is shown in the table and graph below.
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Budget Summary
Table 7.1 : Budget Summary

Current

Year 1

Year 2

Year 3

Year 4

Year 5

Year 6

Year 7

Year 8

Year 9

Year 10

Year

2011/2012

2012/2013

2013/2014

2014/2015

2015/2016

2015/2017

2015/2018

2015/2019

2015/2020

2015/2021

Total Income

27,019,099

32,080,739

70,622,555

82,431,244

92,902,161

104,259,302

112,078,750

120,484,656

129,521,005

139,235,081

149,677,712

Total Expenses

31,291,888

52,559,815

108,226,425

114,886,171

120,732,647

126,614,591

131,046,101

135,632,715

140,379,860

145,293,155

150,378,416

Deficit for the Year

-4,272,789

- 20,479,076

- 37,603,870

- 32,454,927

- 27,830,486

- 22,355,289

- 18,967,352

- 15,148,059

-10,858,855

-6,058,074

-700,704

7.7

This increased funding requirement will need to be provided for and the HKFA will need to apply for Government Funding to make up the shortfall. We recognise, as stated, above that any application for funding will need to be evidence-based
and include not only the outputs that will be produced but also the evaluation methodology.

7.8

Beyond the strategy period i.e. after 2016, the net cost should reduce due to increased revenue and it is to be hoped that the HKFA will be able to reduce its dependency on public sector funding. Catalytic Government funding is however seen
as an essential ‘pump-prime’ for the HKFA. Additional funding of circa HK$20.5m will be required in year 1, rising to a peak of circa HK$37m in year 2. The total funding requirement over five years is circa HK$140m an average of HK$28m per
annum. If this level of funding cannot be made available the HKFA will need to manage its resources accordingly and prioritise its activities and programmes. The budget also includes for a small year on year increase (commensurate with the
additional staffing and programmes) from existing funding partners such as LCSD and FIFA. We understand that this is not guaranteed and will need to be applied for. In the case of LCSD funding it should be remembered that these figures
do not include any existing facility subsidies.

7.9

The graph below illustrates the revised financial position and the scale of the transformation.

Figure 7.1 : The revised financial position and the scale of the transformation
Budget Summary
200,000,000

150,000,000
Year
2011/2012
2012/2013
2013/2014

100,000,000

2014/2015
2015/2016
2015/2017
50,000,000

2015/2018
2015/2019
2015/2020
2015/2021

Total Income

Total Expenses

-50,000,000
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7.10

Implementing the change process will therefore not be cheap but the positive outcomes should be significant. Transformation of the organisation must lead to the
transformation of the sport both on and off the pitch. These budgetary suggestions are based on the optimum situation and specifically the recommendations
contained in Develop – Deliver. The additional positions created in the organisation structure and the increased football development initiatives (described in more
detail below) that will be delivered by these people account for the difference. The Change Agent believes that these are realistic. There is a correlation between
what can be delivered and the additional funding that can be obtained. If this level of funding can not be obtained decisions will be needed on priorities.

7.11

The HKFA must demonstrate its willingness and ability to change in order to justify this investment. Appendix 4 is the financial plan for the next five years. It is
based on a detailed build up of the income and expenditure associated with delivering this plan. The main income and expenditure items are summarised below in
the projected profit and loss account.
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Change Plan Budget
Table 7.2 : Change Plan Budget

Year 1
2011/2012
Annual Budget
HK$

2010/2011
Annual Budget
HK$

Particulars
INCOME
Broadcasting fees (TV)-net
Income from rental (Roof Top & CP)
Interest Income
Membership fees and subscriptions
Levies from foreign matches
Levies from local matches
Proceeds from Tournaments
Sponsorship for Local Events Received
Salary subsidies received (From LCSD)
Salary subsidies received (From HKSI)
Salary subsidies received (From FIFA)
LCSD Office Expenses Subvention
FIFA Administrative Expenses Subvention
Sundry Income
New League Sponsorship
Playoff Sponsorship
Cup Sponsorship
Sponsorship Divisions 1 and 2
Sponsorship Income
Contribution to Football Development Programme
Football Development Fund (HKCC / HKSI)
Football Development Fund (LCSD)
Football Development Fund (Sponsors)
Football Development Fund (Others)
Football Development Fund (FIFA Subvention)
Total Income

966,000
14,700
794,000
500,000
200,000
1,525,572
950,000
1,095,696
500,000
879,300
249,950
274,000
80,000
8,029,218
-

1,000,000
25,000
1,000,000
600,000
250,000
1,754,408
1,000,000
1,260,050
525,000
967,230
262,448
301,400
88,000
9,033,536
2,500,000
-

618,909
6,059,358
3,747,754
6,229,220
2,334,640
18,989,881
27,019,099

Year 2
2012/2013
Annual Budget
HK$

Year 3
2013/2014
Annual Budget
HK$

Year 4
2014/2015
Annual Budget
HK$

Year 5
2015/2016
Annual Budget
HK$

2,500,000

3,500,000
1,000,000
35,000
1,500,000
800,000
1,190,000
2,105,289
1,100,000
1,449,058
551,250
1,063,953
275,570
331,540
96,800
14,998,460
25,000,000
2,350,000
4,000,000
2,000,000
33,350,000

5,000,000
1,000,000
50,000
2,000,000
1,000,000
1,368,500
2,526,347
1,210,000
1,666,417
578,813
1,170,348
289,348
364,694
106,480
18,330,947
30,000,000
2,350,000
4,000,000
2,000,000
38,350,000

5,500,000
1,000,000
65,000
2,100,000
1,100,000
1,505,350
3,031,617
1,331,000
1,916,379
607,753
1,287,383
303,816
401,163
117,128
20,266,589
35,000,000
2,350,000
4,000,000
2,000,000
43,350,000

6,000,000
1,000,000
80,000
2,205,000
1,200,000
1,655,885
3,789,521
1,464,100
2,203,836
638,141
1,416,121
319,007
441,280
128,841
22,541,731
40,000,000
2,350,000
4,000,000
2,000,000
48,350,000

517,150
8,331,653
5,212,633
4,420,597
2,065,169
20,547,203
32,080,739

563,694
8,172,324
5,700,986
5,580,987
2,256,105
22,274,095
70,622,555

614,426
9,452,723
6,235,257
6,978,830
2,469,060
25,750,297
82,431,244

669,725
11,057,666
6,819,776
8,030,453
2,707,952
29,285,572
92,902,161

730,000
13,099,121
7,459,281
9,101,347
2,977,822
33,367,571
104,259,302
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Table 7.3 : Change Plan Budget – EXPENDITURE

Year 1
2011/2012
Annual Budget
HK$

Year 2
2012/2013
Annual Budget
HK$

Year 3
2013/2014
Annual Budget
HK$

Year 4
2014/2015
Annual Budget
HK$

Year 5
2015/2016
Annual Budget
HK$

260,000
250,000
18,994,094
480,000
220,000
100,000
6,400
120,000
120,000
10,000
380,000
8,589,794
20,000
126,000
100,000
40,000
98,000

214,200
20,000
100,000
200,000
3,000
350,000
250,000
979,413
100,000
460,000
1,000,000
273,000
262,500
21,109,450
1,000,000
250,000
150,000
10,000
150,000
200,000
100,000
450,000
19,588,252
100,000
150,000
150,000
10,000
60,000
120,000

224,910
21,000
105,000
210,000
3,150
150,000
150,000
1,274,152
105,000
660,000
1,000,000
286,650
275,625
25,854,382
300,000
157,500
10,500
157,500
210,000
105,000
472,500
25,483,044
105,000
175,000
175,001
10,500
63,000
126,000

236,156
22,050
110,250
220,500
3,308
157,500
157,500
1,360,331
110,250
860,000
300,983
289,406
30,288,777
315,000
165,375
11,025
165,375
220,500
110,250
496,125
27,206,617
110,250
183,750
183,751
11,025
66,150
132,300

247,963
23,153
115,763
231,525
3,473
165,375
165,375
1,427,722
115,763
860,000
316,032
303,877
34,422,477
330,750
173,644
11,576
173,644
231,525
115,763
520,931
28,554,448
115,763
192,938
192,939
11,576
69,458
138,915

260,361
24,310
121,551
243,101
3,647
173,644
173,644
1,498,484
121,551
860,000
331,833
319,070
38,688,818
347,288
182,326
12,155
182,326
243,101
121,551
546,978
29,969,671
121,551
202,584
202,586
12,155
72,930
145,861

-

2,500,000
1,500,000
500,000
250,000
4,750,000

31,291,888
(4,272,789)

52,559,815
(20,479,076)

18,000,000
6,513,216
2,342,795
4,000,000
1,500,000
3,000,000
3,000,000
1,000,000
1,000,000
40,356,011
10,000,000
108,226,425
(37,603,870)

17,142,857
6,838,876
2,459,935
4,200,000
1,500,000
5,000,000
2,250,000
1,000,000
1,000,000
41,391,668
10,000,000
114,886,171
(32,454,927)

16,326,531
7,180,820
2,582,931
4,410,000
1,500,000
5,000,000
2,500,000
1,000,000
1,000,000
41,500,282
10,000,000
120,732,647
(27,830,486)

15,549,077
7,539,861
2,712,078
4,630,500
1,500,000
5,000,000
2,500,000
1,000,000
1,000,000
41,431,516
10,000,000
126,614,591
(22,355,289)

2010/2011
Annual Budget
HK$
EXPENDITURE
Annual Dinner
Meeting & Seminar Refreshment
Audit Fee
Provision for Bad debts
Business Registration Fee
Computer Expenses
Web Expenses
Contribution to Staff Provident Fund
Crown rent and rates
Depreciation
Investment in office accommodation
Electricity and Water
Cost of A-Board
Expenses of Football Development Fund
Prize Money to 1st Division Clubs
Insurance premium
Legal fees
Newspapers and Subscription
Postage, telephone and telegrams
Printing and Stationery
Recruiting Expenses (Excluding Management Team)
Repairs and Maintenance
Salaries, Bonus and Overtime to staff
Souvenirs and trophies
Staff Medical Expenses
Travelling and Entertainment
Uniforms
Van Expenses
Sundry Expenses
New League
Contribution to Premier League Clubs
Prize Money Premier League
Prize Money Playoffs
Prize Money Cup
League Management Costs
League Administration Fees
Hardship Fund/Club Contingency
Grant to PFA
General League Contingency
New League total
Seed Funding new Divisions 1 and 2
Total Expenses
Deficit for the Year

204,000
13,500
77,000
2,600
100,000
140,000
285,000
95,500
460,000
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7.12

The main budgetary influences are summarised below:




Income


New Professional Premier League; additional income from broadcasting once established. Increased proportion of gate receipts as league becomes more
popular. Main and secondary sponsors for the league and cup competitions.



Membership Fees associated with the wider representation of the HKFA i.e. affiliation fees from all clubs, players and officials



Additional Income associated with more matches and tournaments played by Hong Kong and Representative teams



Increase subventions from partners associated with more football development programmes



Additional income received from participants on football development programmes, players, coaches, officials

Expenditure


New Professional Premier League; additional costs associated with running the new professional league including grants to clubs, administration and
marketing, prize money, establishment of Professional Footballers Association etc



Seed funding to teams currently playing in Divisions 2, 3a and 3b



Staffing costs associated with the recruitment and employment of additional human resources



Investment in the HKFA offices to create a more welcoming environment and working conditions



Costs associated with a significantly increased football development programme

71

Hong Kong Football Association
Project Phoenix – Change Agent Recommendations – A Future Vision for the Hong Kong Football Association

Recommendation 20 – Budget for Develop – Deliver
That the HKFA agree in principle the budget included in Develop – Deliver as a blueprint for the transformation of the HKFA and the
enhancement of football in Hong Kong.
That discussion is entered into with funding partners to secure the additional funding required.
That the award of additional funding be directly linked to the delivery of specific outputs and outcomes.
That funding levels and targets are reviewed annually in an annual financial plan prepared by the CEO and endorsed by the Board and that this is
used as the basis for future discussions with funding partners.
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8.

Raising the Standard of Football in Hong Kong

8.1

This section of the recommendations is
wide-ranging and covers many aspects
of the future work of the HKFA. The
budget prepared as part of this plan and
described above has been based on the
initiatives contained in this section. At the
end of the day, it is the standard of
football and success on the pitch that will
ultimately determine whether the HKFA
is seen as successful or not.

8.2

The diagram below illustrates the
purpose of this part of Develop – Deliver.
It shows the dual objectives of
broadening the base of participation in
football and at the same time raising the
standard of football being played.
Intuitively there is a link between getting
more people involved in a sport i.e.
broadening the base of the pyramid and
the consequent raising of the standard at
the apex.

8.3

This is a simplistic analysis and whilst
there is a causal relationship, the reality
is of course much more complicated.

Figure 7 – Dual Objectives
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8.4

Getting more people involved in football will provide a bigger talent pool, that part of the equation is clear. However ensuring that the standard at the top of the
sport is increased depends on a number of factors including:


Ensuring that the talent is spotted at a very early age



Retaining the interest of talented people through inspirational mentoring and coaching



Nurturing talent through a systematic process of skill acquisition and development



Introducing competition at the right time and in the right way



Making sure that competition is progressive and sustained



Providing sufficient access to facilities, equipment and support services consistently



Treating the person holistically



Providing and ‘signposting’ pathways



Ensuring that the rewards are commensurate with the effort

8.5

There is no mystique to achieving success in international sport. Of course attaining it is getting more difficult as nations are increasing their knowledge of how to
be successful and are investing in the sporting infrastructure necessary to create differentiation. Football is probably the most universally popular sport and
competition is increasingly fierce. The success of relatively small countries in football proves beyond doubt that it is not simply a numbers game. Bigger
populations do not guarantee success. What matters is that the ‘software’ and ‘hardware’ are in place and above all that it is integral to the ‘culture’ and psyche of
a place.

8.6

There is much to be done in Hong Kong in terms of improving the hardware (facilities) and the software (people and system) for football. This will not happen over
night but the change needs to start somewhere and sometime – that time is now! The hardware and software are of course intertwined and co-dependent. This
section of Develop – Deliver focuses on a number of areas that are interrelated and where change needs to happen simultaneously and systematically.

8.7

Given the starting position it might take longer for the culture of Hong Kong to change, for football to become integral to the fabric of the nation. However it is worth
remembering the adage ‘success breeds success’.

74

Hong Kong Football Association
Project Phoenix – Change Agent Recommendations – A Future Vision for the Hong Kong Football Association

Hong Kong and Representative Teams
8.8

The starting point for this section is therefore the elite end of the continuum. Success on the pitch will energise and enthuse and be the catalyst for improvement at
all levels. The Hong Kong Team has had mixed results in recent times. There have been notable successes such as winning the East Asian Games; however
there have also been low points that have emphasised the gulf in class, notably the recent heavy defeat to Paraguay.

8.9

It is acknowledged that in terms of standard of play and results, the Hong Kong team has failed to keep pace with other countries in Asia. The Change Agent
would suggest that to some extent given the resources at its disposal, the Hong Kong team has actually ‘punched above its weight’. This is largely down to the
efforts and commitment of the people involved.

8.10

That said, there are a number of weaknesses that need to be resolved before things can really improve.

8.11



There should be more competitive and friendly matches



There should be more opportunities for squad training



There should be better facilities and support services for training



The Hong Kong Team Manager/Coach should be given the freedom to manage the team



The Hong Kong Team Manager/Coach should be given better support and more resources such as additional and better qualified coaching staff,
organisational support etc

The whole management and organisation of the Hong Kong and Representative teams needs to change. This is the apex of the sport and no resources should be
spared to ensure it has all the support necessary to be as successful as possible. This should be one of the main priorities of the National Sports Association. The
training, development and selection of the representative teams are the apex of the football pyramid and as such are the top of the sports development continuum.
This issue is therefore considered in more detail in the Football Development section below.

Recommendation 21 – Hong Kong and Representative Teams
That additional resources be invested in the training and development of Hong Kong and representative teams under the auspices of the new
Technical Directorate.
That excellent relationships are forged between the Technical Directorate, the Hong Kong Team Manager/Coach and the Professional Clubs so
that conflicts are resolved with minimal impact and that the relationship between ‘Club and Country’ is in accordance with FIFA statutes.
That commitment is given to using a National Football Training Centre if provided.
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Professional Football in Hong Kong
Current Situation
8.12

The standard of professional football in Hong Kong is mixed. Only a few of the current Division 1 Clubs could be described as being fully professional. The demise
of football in Hong Kong is inextricably linked to the strength and status of the top division. It is a barometer of the sport.

Rationale for Change
8.13

The top tier of football in Hong Kong needs a complete overhaul. This is a strategic priority of the HKFA and the Change Agent recommends ‘revolution’ not
‘evolution’ in this case. This means the establishment of a new Premier League which is discussed below.

Rationale for New Professional League
8.14

8.15

The existing HKFA Division 1 has a number of weaknesses including but not limited to:


Not fully competitive



Not enough matches being played



Falling attendances and lack of
local spectator interest



Lack of media interest



Lack of consistency and quality of facilities (no
‘home’ venues)



Poor quality of officials



Standard of play variable



Coaching resources limited



No transfer market



Lack of Competitive Structure
st
beneath 1 Division



No player welfare



Some clubs struggling to
survive



Any success is dependent on a few
dedicated individuals



Players have no status and most earn very little
from playing



Lack of commercial skill and
revenue



Very little youth development



Does not meet the criteria laid down by the AFC



Insufficient separation from the
HKFA



Conflicts of Interest

All of the above means that Professional Football in Hong Kong is low key and is not conducive to driving up standards. The Hong Kong Team has a limited
number of players to pick from that are of the requisite standard and this further erodes confidence in the sport. There are very few role models to encourage
young people to take up football.
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8.16

The elite part of the game should be the lifeblood of Football but this is not the case in Hong Kong. There is a need for a radical and new approach to professional
football in Hong Kong. This can not be achieved by ‘tinkering’ around the edges. A new League is required that is on a completely different scale and ambition
than the current League.

8.17

The new League should first and foremost be set up with the clear intention of raising the standard of football in Hong Kong. This means creating a product that
generates commercial interest so more money can be levered into the Clubs and the sport as a whole.

8.18

With more resources Clubs will be able to:


Employ professionals to run the Club administration



Employ more and better Coaches and allow them to focus on training and improving the skills of the players



Pay players more which will attract more and better young players



Encourage more people to play at the grass routes through Community Development initiatives



Have ‘primacy’ of local facilities for matches and training



Buy-in additional support services e.g. sports medicine



Attract sponsorship and advertising



Derive income from merchandising …..the list goes on

8.19

A vibrant league based on local teams will generate affinity with clubs which will create a virtuous circle where more people become interested in watching which
generates higher gate receipts which attracts more sponsors etc.

8.20

The Hong Kong Teams will benefit significantly by having more and better players to choose from and by getting access to young players through Club Academies
for Hong Kong age-group squads. Better performances by the Hong Kong Team will give yet more impetus to the sport and encourage even more active (playing
and officiating) and passive (watching and administration) participation in Football.

8.21

It can be seen from the above that the establishment of a new Professional League should be a very high priority for the HKFA as part of its drive to raise the
standard of football in Hong Kong.
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Basic Principles of the New Hong Kong Premier League
Number of Teams
8.22

We do not believe that initially a fully Professional League in Hong Kong could sustain more than ten to twelve teams. Ten should be the minimum starting point
and twelve should be the target for the inaugural League. In the future if (when) the league is successful more teams can join, subject to them meeting the criteria
and winning the right for promotion from lower divisions.

Organisational Structure and Status
8.23

Ultimately the New Premier League should be organisationally independently from the HKFA and established as its own legal entity. This is not practical in the first
instance and should be established under the auspices of the FA but with a separate profit and loss account and with a specific Board Working Party to oversee it.
Once it is established it should become independent and have its own Constitution, Governance Structure, Rules, Board and Executive. It will always be linked to
and work in partnership with the HKFA. This structure is common in most countries.

Formation
8.24

The League will be created on a Franchise/Licence basis. This will be done on an application process with ‘first refusal’ being given to the existing Division 1
teams. Bidding teams will be given advice, support and resources to complete their applications.

Entry Criteria
8.25

Entry into the new League will be through a Licence. Initial applications will need to demonstrate compliance (within a reasonable period of time) with AFC Club
criteria. The initial ‘franchise’ criteria should include as a minimum:


A ‘home’ venue that meets minimum standards (capacity and infrastructure)



Access to training facilities



Commitment to youth development and school/club/community links



Financial stability and ability to demonstrate financial backing



Effective governance arrangements



Suitably qualified professional staff (both technical and administrative)



Coach Education and development programmes
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Minimum number of paid professional players



Player development programmes/syllabus



Youth Academies



Sports science development and support



Joint sponsorship opportunities



Links with the local community and local amateur clubs

Facilities
8.26

Entry into the inaugural League will be conditional on having guaranteed access to a home stadium. Each Club should have a home ground of minimum
standards. This will inevitably mean a partnership with a municipal District. Some of the existing facilities could be improved but in other areas there may be a
need for some targeted investment in ‘Community Stadiums’. These should have a main ‘arena’ for football which whilst not exclusively used for professional
matches should be ‘protected’ to avoid over use. Stadiums should also have other training facilities, support services and where possible (subject to land
availability) synthetic pitches to facilitate development activity and to cater for local community demand. Initially there may be a need for some teams to ground
share but this should not be the predominant approach. For the league to meet the requirements of the AFC there should be at least four grounds with a capacity
exceeding 5,000 and the others should exceed 3,000 capacity. This illustrates that work needs to be done to achieve these standards.

Spectator Mobilisation
8.27

Creating ‘home’ venues is essential to achieving higher spectator numbers. A build up of local fan loyalty should be further encouraged by creating a new identity
for clubs with associated branding, marketing and merchandising and through forging links through the use of Community Stadiums. However the use of home
venues is just one factor in spectator development. It will be essential to create a more entertaining product and this can be done in a number of ways. First and
foremost is the raising of the standard of football played on the pitch. This will not happen overnight but will require the simultaneous implementation of many of
the recommendations of this change plan such as football development initiatives, the National Football Training Centre etc. Improving the off-pitch experience will
also be important with pre-match and half time entertainment, better merchandising, catering etc. A concerted marketing strategy will be required if spectator
numbers are to recover to previous levels and be able to sustain the league.

Partnership with Districts
8.28

Key to the future success of the new Professional League will be the partnership with District Councils, sports associations and the local community. Obviously
guaranteed access to a stadium of minimum size and standard is a pre-requisite and the difficulties of achieving this should not be underestimated.

8.29

The Change Agent is acutely aware of the massive over-demand for football facilities in Hong Kong and the programming problems faced by District facility
managers. A solution to this must be found. It is expected that some Districts may not be interested in having a Professional Football Club as an anchor tenant.
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8.30

However it is to be hoped that a sufficient number will recognise the benefits of being associated with a local ‘team’. Initially there is a need for a minimum of ten
teams to make the league sustainable. If ten Districts are not enticed to be part of the new league some ground sharing may be inevitable although this would
dilute the impact of the league.

Community Development
8.31

One of the main ‘selling points’ for Districts will be the wider community benefits associated with hosting a Professional Football Club. There will be prestige
(especially if it is a successful franchise). There is the potential for some revenue sharing of gate receipts and sponsorship and the economic spin-offs associated
with greater footfall in the area including job creation and consumer spending. However perhaps the main benefit will be the opportunities provided particularly for
young people. Each Club will be expected to operate an Academy for talented youngsters and wider football development programmes through the development
of links to other amateur clubs and schools. This will be done in partnership with the HKFA District Development Officers. All children will be given a chance to fulfil
their potential and there will be systematic talent identification initiatives and pathway creation.

Format of the League
8.32

One of the problems at the moment is that the top teams do not play often enough to fully develop their potential. A ten team league will not provide sufficient
opportunities if the format of the competition is a simple home and away basis. Under these arrangements each team would only play 18 matches excluding
friendly fixtures and cup competitions. There will be a need to devise a new format and there are a number of models that could be considered. For example each
team could play each other three times rather than two (27 games) although clearly this would not be a fully equitable home and away situation. End of season
‘play-offs’ is another idea with the top six teams playing in a ‘round robin’ and ultimately ‘knock out’ format for a ‘grand final’. Additional cup competitions could also
be considered. The aim would be for each club to have between 32 and 40 competitive matches per season. The season would run between September and May.

Minimum Wage and Player Welfare
8.33

The status of football players in Hong Kong is currently not particularly high. Wages are relatively low and it is not a career that young people aspire to as in other
countries. This is reflected in the standard of football and is part of the vicious circle that needs to be broken. One way to do this would be to implement a
‘minimum wage’ for professional footballers.

8.34

The Change Agent would also advocate the establishment of a Professional Footballers Association (PFA) to look after the welfare of playing and retired
footballers. This would be funded initially through a grant from the HKFA and a small (2%) contribution for the players. It would be hoped that ultimately the
organisation would be self-financing through subscriptions and sponsorship.

Foreign Talent and Investment
8.35

Part of the decline in the standard and interest in domestic football in Hong Kong can be traced back to the decisions made regarding foreign players. Equally the
public and media interest that has been created by recent high profile international signings is indicative of the demand for some big names whether they are in
management or players. This should be encouraged in the new league but a balance will need to be struck between bringing in foreign players and ensuring the
ability to nurture home grown talent.
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National Football Training Centre
8.36

One of the pre-requisites for entry into the league will be access to dedicated, quality training facilities for each club. The need for training facilities does not just
relate to first team squads. Elsewhere in this report we refer to the need for Premier League Clubs to have youth Academies at different age groups. The lack of
facilities for football in Hong Kong highlights the need for a National Football Training Centre. Such a facility would provide not only a base for the Hong Kong and
representative teams but also a place that Clubs could use for training purposes and to receive the specialist back-up services required by top class footballers
and coaches.

8.37

The development of this facility is currently subject to the outcome of a feasibility study commissioned by the Hong Kong Jockey Club. This potential development
is discussed elsewhere in this report.

The Role of Gambling in Professional Football
8.38

Gambling on the outcome of football matches and increasingly in-play betting is popular across the world and Hong Kong is no exception. At the moment there is
no gambling on domestic football in Hong Kong. The Change Agent fully understands the reasons for this and the concerns that exist. We would not advocate
opening up the current Division 1 or other existing local matches to domestic gambling. However betting on international football is permitted in Hong Kong and the
gambling controller and regulator the Hong Kong Jockey Club derives revenue from football-related gambling, a proportion of which goes back to the Government
in taxation.

8.39

Gambling on domestic football is allowed in many countries, one Asian example being Singapore. Subject to very strong anti-corruption rules being applied to the
League, to Clubs, to players and management and it being a contractual obligation that the rules are strictly obeyed, we believe that gambling on the new
Professional League should be considered once it has been established and has proven itself to be ‘clean’. A zero tolerance set of sanctions should be applied to
transgressors including life time bans for individuals and expulsion from the league for clubs. The additional interest that could be created would make the league
more attractive to spectators, sponsors and broadcasters as well as potentially providing a much needed source of revenue through a betting levy.

Timescale and Process for Implementation
8.40

The importance of a new Professional ‘Premier’ League in delivering the vision for football in Hong Kong can not be over-stated. In the opinion of the Change
Agent, the league should be established as soon as possible. There is much to be done however and a pragmatic approach should be taken. The earliest we can
envisage an inaugural season would be 2012/13. As stated earlier ultimately the new league should also be independent from the HKFA although this will also
take some time to deliver. The earliest we can see the separation of the league from the HKFA would be 2013/14 although this should be kept under review until it
is established, successful and sustainable. The 2011/12 season should therefore be seen as a transitional year with certain changes being facilitated with a view
to gearing up for the following year. This transition would involve looking at the format of the league, the funding provided to clubs in return for progress towards
full professionalism etc.

8.41

We envisage a three stage process as part of a move to a professional league. Stage 1 would be an expression of interest setting out the clubs desire to be
considered for a franchise and a development plan showing how the criteria will be met. This should be achieved by January 2012. Stage 2 will require
confirmation of the interest and a detailed plan showing progress against the criteria and absolute guarantees that any outstanding matters will be addressed.
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8.42

This should be completed by the end of the 2012/13 season. Stage 3 would involve a final application and assessment process to confirm which teams will form
the inaugural league starting in September 2013.

8.43

The HKFA should commence the planning of the new Premier League immediately and a specific working party should be established.

8.44

The criteria for league entry should be as follows:


Players








Financial Position


Clubs receiving revenue from gate receipts, media rights, sponsorship, merchandising, transfer fees, league contribution



No clubs having overdue payments



Submission of audited profit and loss statements and balance sheets to the football league

Coaches and Officials


Head Coaches to possess AFC Professional Licence or equivalent



Trained and Qualified Coaches

Facilities




The majority of players on ‘professional’ contracts (20 by 2013/14)

Guaranteed access to Stadium minimum 3,000 seat and Training Facility

Legal


Commercial entity under national law



Cross ownership of clubs not allowed



No ‘conflicts of interest’ i.e. directors and employees of one club not to have any interest in another club
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Management


Competent and qualified paid employees including CEO and Company Secretary



Nominated staff for marketing, media, competition and finance

Fans and Admission


Good community relations with specified programmes (e.g. links with schools)



Admission charges to games



Gate receipts to be a significant source of income (target 30% of revenue)

Youth Development




Partnerships


8.45

Investment in Youth Development Programmes with youth teams in the club or affiliated to the clubs

Strong support from Local Government in terms of the use of a home stadium, use of training sites, improved access to stadiums

Some clubs in Hong Kong are closer to meeting these criteria than others. Equally it is understood that not all existing clubs will want to commit to achieving these
standards or to aspire to be part of a professional league or have the ability to achieve this within a reasonable timeframe. It makes sense however to link club
development to the AFC criteria and to the criteria for establishing an AFC endorsed Professional League as the two are inextricably linked.

Financial Plan for New Professional League
8.46

Attached at Appendix 5 is a financial plan for the new Professional League. It shows a typical budget for a Club and also for the League as a whole. Extracts are
set out below.
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Establishment of New Professional League - Indicative Budget
Table 8.1 : Club Budget

EXPENDITURE
Players Wages
Coaches Wages
Management Costs
Administration
Venue Hire Costs
Community Development Activity
Equipment/Insurance/Medical etc
Goods for Sale (Merchandise)
Miscellaneous
Total Minimum Costs
INCOME
Gate Receipts
Broadcasting Rights
Merchandising
Sponsorship
Share of Prize Money (Average)
Miscellaneous
Total Estimated Receipts
Net Cost
Minimum League Grant (Year 1)
Net Surplus
Cumulative Club Balance

Typical Budget
HK$
3,400,000
600,000
450,000
250,000
500,000
300,000
250,000
50,000
250,000
6,050,000

2,380,000
80,000
500,000
1,285,601
100,000
4,345,601
-1,704,399
1,800,000
95,601

Start Up Costs
(2011/12)

125000
125000

250,000

-250,000
250,000
-

(Based on 10 Teams)
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2012/13
Year 1
3,400,000
600,000
450,000
250,000
500,000
300,000
250,000
50,000
250,000
6,050,000

2013/14
Year 2
3,570,000
630,000
450,000
250,000
500,000
330,000
250,000
50,000
256,250
6,286,250

2014/15
Year 3
3,748,500
661,500
450,000
250,000
500,000
363,000
250,000
50,000
262,656
6,535,656

2015/16
Year 4
3,935,925
694,575
450,000
250,000
500,000
399,300
250,000
50,000
269,223
6,799,023

2016/17
Year 5
4,132,721
729,304
450,000
250,000
500,000
439,230
250,000
50,000
275,953
7,077,208

2,380,000
80,000
500,000
1,285,601
100,000
4,345,601
-1,704,399
1,800,000
95,601
95,601

2,618,000
84,000
525,000
1,285,601
105,000
4,617,601
-1,668,649
1,714,286
45,637
141,238

2,879,800
88,200
551,250
1,285,601
110,250
4,915,101
-1,620,555
1,632,653
12,098
153,336

3,167,780
92,610
578,813
1,285,601
115,763
5,240,566
- 1,558,457
1,554,908
-3,549
149,787

3,484,558
97,241
607,753
1,285,601
121,551
5,596,703
-1,480,505
1,480,864
360
150,146
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Assumptions Players Wages
Annual Minimum Wage

Annual Average Wage

Minimum Squad

Total

150,000

170,000

20

3,400,000

Games (Home)
9
8

Attendance
2,000
2,000

Charges (net)
70
70

Total
1,260,000
1,120,000
2,380,000

GATE RECEIPTS
League
Cup(s)/Playoffs/Friendlies/AFC etc

Total
Table 8.2 : League Budget

2011/12

2012/13

2013/14

2014/15

2015/16

2016/17

Expenditure
Contribution to Clubs
Management of League
Administration
Prize Money League
Prize Money Playoffs
Prize Money League Cup
Hardship Fund/Club Contingency
Grant to PFA
General League Contingency
Total Costs

Start-Up Costs
2,500,000
1,500,000
500,000
250,000
4,750,000

Year 1
18,000,000
1,500,000
3,000,000
6,513,216
2,342,795
4,000,000
3,000,000
1,000,000
1,000,000
40,356,011

Year 2
17,142,857
1,500,000
5,000,000
6,838,876
2,459,935
4,200,000
2,250,000
1,000,000
1,000,000
41,391,668

Year 3
16,326,531
1,500,000
5,000,000
7,180,820
2,582,931
4,410,000
2,500,000
1,000,000
1,000,000
41,500,282

Year 4
15,549,077
1,500,000
5,000,000
7,539,861
2,712,078
4,630,500
2,500,000
1,000,000
1,000,000
41,431,516

Year 5
14,808,645
1,500,000
5,000,000
7,916,854
2,847,682
4,862,025
2,500,000
1,000,000
1,000,000
41,435,206

Income
HKFA League Development Fund
Main League Sponsor
Playoff Sponsor
Broadcasting Rights
League Cup Sponsor
Total Income

2,250,000
2,500,000
4,750,000

2,250,000
25,000,000
2,350,000
3,500,000
4,000,000
37,100,000

2,250,000
30,000,000
2,350,000
5,000,000
4,000,000
43,600,000

2,250,000
35,000,000
2,350,000
5,500,000
4,000,000
49,100,000

2,250,000
40,000,000
2,350,000
6,000,000
4,000,000
54,600,000

2,250,000
40,000,000
2,350,000
6,300,000
4,000,000
54,900,000

-

- 3,256,011
- 3,256,011

2,208,332
- 1,047,679

7,599,718
9,808,049

13,168,484
20,768,202

13,464,794
26,633,278

Net Surplus (League Subsidy)
Cumulative League Balance
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8.47

The tables above illustrate that both the clubs and the league can be sustainable subject to a number of key assumptions including:


Clubs receiving an annual financial contribution from the League to make up the shortfall in revenue – this to diminish over time as gate receipts,
sponsorship etc increases



Gate Receipts gradually increasing generally



The League receiving a grant from the HKFA which would diminish over time



Finding a main sponsor to underwrite the new league and secondary sponsors for competitions, clubs etc



Selling broadcasting rights as the League generates interest

8.48

A word of caution on financial stability. There are plenty of examples of Football Leagues getting into financial difficulty. It will be important to ensure that the
League is established on a sound and sustainable footing. A balance will need to be struck between ambition and reality. We are suggesting an injection of public
money to kick-start the new League but over time this reliance should be reduced. The League itself and especially clubs should not overstretch themselves. This
will need strong leadership, clear financial guidelines and rules within the League Constitution. Regular monitoring of the financial position of the League and
Clubs must be undertaken together with early corrective action if things are not going to plan. There should be a separate Profit and Loss account for the League
within the overall HKFA Financial Plan.

8.49

The establishment of a new fully Professional League should also be a very high priority of the transformed (or more likely the transforming) HKFA. To achieve the
timescale set out in this report will be challenging. A credible and exciting highest tier of football is fundamental to raising the standard of football in Hong Kong and
would be the catalyst for many of the other changes and developments proposed by the Change Agent.
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Recommendation 22 – New Professional (Premier) League
That the HKFA approves in principle the development of a new Professional ‘Premier’ League and immediately establishes a Board
Committee/Working Party to oversee its implementation. The new League should be based on the following;
1. A target start date of the 2012/13 season and that the HKFA establishes a Working Party as a priority
2. The 2011/12 season be seen as a staging post to the new league with changes to the format etc
3. A target of 12 teams with a minimum of 10. An initial maximum of 14, thereafter reviewed annually
4. There to be no relegation for the first two seasons to allow teams to consolidate. Promotion to be encouraged.
5. That the inaugural league be based on an application/licence basis with entry criteria linked to the AFC requirements
6. That 2011/12 teams be given ‘first refusal’ subject to meeting the entry criteria
7. Home venues guaranteed through a partnership with Districts
8. A format that promotes excitement and a better product including more matches
9. A minimum number of paid professional players (16 with a maximum of 3 + 1 foreign players on the pitch and in the squad) and a minimum wage
10. The establishment of a Professional Footballers Association to look after the welfare of footballers
11. A commitment to use the proposed National Football Training Centre as a training base and centre of excellence, unless suitable alternative
facilities are avilable
12. Finding a major league sponsor and ultimately securing broadcasting rights
13. Consideration given to allowing gambling on domestic football subject to strict rules being applied
14. That the League be established under the auspices of the HKFA with a target for the League to become an independent legal entity by 2014/15
15. That the new League has a separate P and L within the HKFA financial plan
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The Structure of Football in Hong Kong
Current Situation
8.50

The diagram below illustrates the current structure (2011/11 season) of football in Hong Kong. This has evolved incrementally over the years.

Figure 8 - The current structure (2011/11 season) of football in Hong Kong

8.51

The Change Agent believes that the current structure of football in Hong Kong is not only flawed but that is actively mitigates against the success of the sport. The rationale for this bold statement is as follows.

8.52

This report has already described the ‘semi-professional’ nature of the current 1st Division and the need to establish a new more vibrant league which is fully professional. It has also commented on the current Governance Structure that
preserves the focus on Divisions 1, 2 3a and 3b. The Membership and voting arrangements ensure that the work of the HKFA is focused at that level (to the detriment of other areas). These four Divisions operate in isolation and there is a total
disconnect with other leagues. Promotion and relegation is inconsistent and the number of teams in each league is often decided on a whim. Similarly other changes are introduced arbitrarily such as the number of foreign players that can be
associated with each team. All of this impacts on the perception of the governance of the sport but more importantly significantly reduces competitiveness. In the future the ‘Rules’ for each League must be clearly set out and adhered to.
Changes need to be introduced for a reason, after full debate and with a mandate from the Board and Membership.
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8.53

Division 2 teams are often the ‘safety net’ for players that are no longer good enough or young enough to play in Division 1. Players are paid a nominal amount which over a season when added to the other costs associated with running a
team add up and anecdotally it costs circa HK$500,000 per annum to run a 2nd Division team. There are no gate receipts to subsidise players match fees and money comes from either sponsors (often certain Division 1 teams), funding from
Districts and individual contributions. This is not a very healthy or sustainable situation even disregarding the impact it has on voting patterns at the Full Membership. The gulf in costs between a 2nd Division team and a 1st Division team means
that only a few teams in Division 2 aspire to promotion. We understand that there was a situation recently where a team was promoted from Division 3 straight into Division 1. This makes a mockery of the league structure.

8.54

It also means that in Division 1 there are some owners with an interest in more than one team, a situation that is untenable if the new Premier League is to conform to AFC criteria. It is clear that radical transformation is required.

8.55

The HKFA organises and administers 2nd Division matches and it is difficult to escape the perception that resources are being channelled to the wrong areas i.e. the subsidy of a league that does little to drive up the standard of football. Few if
any Division 2 teams provide opportunities for youth development. This is partly a result of a lack of money and/or the fact that players have no ‘transfer’ value. There is no incentive to develop talent.

8.56

The two tiers of Division 3 also appear to be managed for the benefit of the individual teams rather than as feeder leagues and breeding grounds for young professional footballers. Division 3a in particular operates on the basis that a minimum
of three players must be under 23. This means that the average age is much higher. Division 3b is in effect a reverse of this because there is a maximum of three players over 23. Whilst this is better because it allows young talent to develop,
it also means that there is no real opportunity for promotion because the team winning the Division would need to move to a non-age restriction policy to play in the higher Division and would lose many of the players, In reality Division 3b is
not really a breeding ground for talented young people because if a player has not made it into a Division 1 team by the age of 23, he is unlikely to do so.

8.57

The four leagues discussed above operate in glorious isolation from the other leagues in Hong Kong such as the Yau Yee League. There is no opportunity for a team to progress up the ladder. Some of these leagues are affiliated to the HKFA
and others are not. It is inconsistent and there is no quality control. There is a link with the Hong Kong School Sports Federation because they put a team into Division 3b.

8.58

st
Similarly in terms of Youth Development, this too is extremely fragmented and variable in standard. In reality only one team in the 1 Division has a proper Youth Development programme/Academy. As one would expect, young people are
introduced to football in a number of ways through schools, amateur clubs, private soccer schools and District Sports Associations. The pathways from these onto elite programmes are often opaque. Young footballers often play for amateur
clubs, Districts, schools etc and are exposed to plenty of opportunities to train and play football. Arguably too many in some cases and not at the appropriate or consistent standard.

8.59

District Council funding goes to clubs in Divisions 1, 2 and 3a/3b. However this is not consistent and results in a ‘postcode/ZIP code’ lottery. The amount of money and where it goes is at the discretion of the individual District. Currently two
Division 1 teams get District funding, five Division 2 teams receive District funding and 10 Division 3 teams receive funding. This results in an un-level playing field within each Division and problems if teams are promoted or relegation in view
of the differences in the cost of operating in each Division. We understand the importance of District funding to football and applaud the Governments intention to provide additional funding to football through Districts but we feel strongly that
this could be spent in a more productive and equitable way.

8.60

The structure and organisation of football in Hong Kong is disjointed and unstructured. The Change Agent believes it is dysfunctional, not serving Football and needs to be fundamentally overhauled. Change will need to be fundamental.
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Rationale for Change
8.61

The diagram below offers an alternative to the current structure of football in Hong Kong.

Figure 9 - An alternative to the current structure of football in Hong Kong.

8.62

There are some fundamental differences in the two structures. These can be summarised as follows:

8.63

The new ‘proposed’ structure would be more joined up and inclusive with clear pathways particularly for youth development. It involves the establishment of a new Premier League as described in Develop – Deliver. This would mean that each
team in Division 1 would need to have a suitably resourced Youth Academy. We suggest that this operates from under 13 to 18 with annual increments as follows under 13, under 14, under 15, under 16, 17/18 in other word five junior teams.
These would all play in Academy age-group leagues. At age18 and above a young player would either sign professionally or play for a lower Division or amateur team. These Clubs would be funded as described in the previous section i.e.
have a partnership with a District as well as getting funding from the FA and other commercial sources. The Government through HAB will have a role to play in ensuring the partnerships between Districts and Clubs.

8.64

We would advocate the replacement of Divisions 2, 3a and 3b with two (or possibly three) Divisions. These would be amateur clubs but would aspire to gain promotion albeit there would be no promotion to the new Premier League for three
years. There would be no age restriction and this would help to raise the level of competitiveness. Hopefully over time, these clubs would be able to ‘sell’ ‘contracted’ players to Premier League Clubs and would therefore have an incentive to
develop young talent. Rather than receiving funding from Districts (although this could continue on a discretionary basis), these two Divisions would receive ‘seed’ funding from the HKFA to make them sustainable. We would not seek to
st
nd
discourage teams in the new 1 and 2 Divisions from paying players because this could make them more competitive and ultimately prepare them for life in the Premier League. However player wages should not be subsidised by either the
HKFA or the Government. There would be a presumption against receiving funding from Premier League Clubs to avoid the problems created by the current situation. Indeed if necessary consideration should be given to making the payment
of money to lower Divisions Clubs by Premier League Clubs prohibited. Districts would not be discouraged from putting in additional funding particularly if this helped elevate local clubs to a position where they could meet the criteria for entry
into the Premier League. However we believe that District Council funding of football should focus on Youth Development (see below).
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8.65

To ensure continuity of the Hong Kong School Sports Federation team and the links with Education, consideration should be given to allowing the HKSSF team from entering the league or at least the District League at an appropriate age
group.

8.66

The relationship between Districts and Clubs is a complex one. At the moment 17 Districts fund teams playing in Divisions 1, 2, 3a and 3b. The extent of the commitment varies and the sustainability is always questionable given the political
nature of the organisation. It is recognised that for the new structure described above to be successful there will need to be commitment from the public sector at a national and local level. It will be necessary for the Government to assist
Districts and Clubs with the allocation of facilities especially in Districts that have or aspire to having a Premier Team in their area. Help will also be needed to give Districts the resources and skills to implement the proposals for District youth
squads and to help them to decide how much discretionary commitment to give to teams playing outside the Premier Division. Provision has been made within the Develop – Deliver to achieve this. For example the budget allows for District
Football Community Officers, for seed funding for teams currently linked to Districts and for teams aspiring to play in the inaugural Premier League. Clearly there needs to be a partnership between the HKFA, clubs, Districts and HAB to bring
about these changes.
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8.67

Together the Premier Division and Divisions 1 and 2 would form the Hong Kong ‘Football League’ until such time as the Premier League is hived off into an
independent entity. The HKFA would continue to administer and organise matches in all three Divisions.

8.68

Although not administered by the HKFA we believe that other amateur Clubs should come into the fold. Leagues, teams and players should affiliate to the HKFA.
Amateur leagues should be structured to allow teams to seek promotion to the Football League, thus breaking the monopoly enjoyed by the current teams in
Divisions 1, 2 3a and 3b, subject of course to them meeting the entry criteria. We appreciate that some teams may not want to aspire to that level, there would be
no coercion. As proposed elsewhere in this report the Mini-Football Association should be amalgamated into the HKFA so leagues and development activity can
be coordinated. The links with Futsal should also be maximised.

8.69

The affiliation of clubs is seen as an important step in raising the standard of football in Hong Kong. Affiliated Clubs would be part of the football fraternity. We
would suggest two levels of affiliation. In effect one would simply be a basic level registration. The second would be a ‘licence’ which would be given to clubs that
demonstrate a commitment to the development of football in Hong Kong. For example clubs that have a bona fide constitution, effective management, youth
development and coaching systems etc would be entitle to a higher level of support from the HKFA including the ability to apply for funding for HKFA services
including for example coaching materials and courses.

8.70

We would suggest that the Cup Competitions should also be reviewed to fit into this new structure. We would advocate a Premier Shield which is exclusively for
the Premier League teams, a HKFA League cup limited to the Premier League, and Divisions 1 and 2. In view of the difference in standard, Premier League teams
would not join the competition until the later rounds. A Hong Kong FA Cup could involve all affiliated Clubs again with the late entry of the Premier League Clubs.
This would generate higher levels of interest from the public, sponsors and potentially broadcasters. The advantage of this approach would be that Premier
League Clubs would increase the number of matches they play thus again contributing to the fitness and competitiveness of players. More promotion and
relegation between Divisions would also generate interest and competitiveness and provide opportunities for ‘play-offs’ which would also add excitement to the
sport. As importantly it would increase gate receipts and other opportunities for commercial revenue.

8.71

The Change Agent believes that instead of focusing resources to current Division 1, 2, 3a and 3b teams, District Councils should be encouraged to invest in youth
development in conjunction with the HKFA. This would not preclude the support of senior teams where this was a local priority, indeed this would be a prerequisite
for teams playing in the Premier Division. We advocate a consistent level of funding from Districts in partnership with central government in support of a District
Junior League.

8.72

At the moment Districts support four age groups in the Hong Kong Premier Cup, under 13, under 15, under 17 and under 20. Some Districts also have teams
playing in the Henderson Elite Youth league competitions at under 15 and under 17. Our recommendation would be District Leagues at the following age groups;
under 9, under 10, under 11, under 12, under 13, under 14, under 15, under 16 and 17/18. In other words 9 squads per District. We believe that the current two
year age difference is too great and that this will effectively mean that young people would miss out on a years training and coaching at a critical stage in their
development as well as a high drop out rate as they get disillusioned. These District squads would comprise no more than 16 in each age group with an annual
assessment and evaluation process. A more structured approach should provide young players with more quality coaching time and mean less travel, less
disruption and prevent over-use injuries associated with playing too often for different coaches and different styles. Better rather than more should be the motto.
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8.73

The District squads would operate in parallel with Premier League Academies. The Clubs would pick the best young people in each age group and those
unsuccessful would have an opportunity to join District squads subject to their ability. Those people not selected for either Premier League Club Academies or
District squads would need to train and play in school teams in other amateur club teams or private soccer schools. This hierarchy of youth development squads
would mean that there would be around 450 children in each age group receiving ‘elite’ training and coaching at either District or Premier League Academies. This
would help the cream to rise to the top and ensure a steady stream of talent.

8.74

Linked to the development of Premier League Academies, we believe that there is no need for the Premier League to have reserve teams. Premier League teams
could then concentrate on the first team squad and their youth Academies.

8.75

Under present arrangements LCSD provides venue and funding support (circa HK$1m) for youth teams based in Districts via the HKFA subvention and the
allocation of pitch time. We see the continuation of these dual roles as fundamental to the changes as described in this section of Develop – Deliver. Indeed more
support will be required to implement this revised approach and a budget is discussed elsewhere in this report. The issue of pitch allocation is also critical and
dealt with separately.

8.76

Furthermore there should be Hong Kong representative squads selected annually from this elite group. These players would attend a number of training camps at
specific times in the year and play in matches for Hong Kong. National teams should be in place at under 14, under 15, under 16, under 17, under 18, under 21,
under 23, senior representative team. This is not a ‘centralised’ system.

8.77

Elsewhere in this report we suggest the creation of a Technical Directorate that would establish the coaching curriculum for Hong Kong and determine a style of
play. There should also be a Football Development Director who together with the Technical Director would manage football development programmes. These two
people and the District Development Officers would work very closely within this new structure. They would identify talent and ensure a consistently high quality of
football coaching at all levels. This would represent a real coordinated partnership.

8.78

We would suggest that private soccer schools are also affiliated to the HKFA so the quality of the coaching and the safety of the children can be monitored. The
HKFA could accredit well run soccer schools through a ‘licensed’ approach. This would not preclude unaffiliated schools but parents would be able to choose
between the two.

8.79

The changes described above to the structure of senior and youth football in Hong Kong are significant and will require the agreement and cooperation of many
stakeholders including the HKFA, all clubs, Districts, HAB, LCSD etc. The whole purpose of the suggestions is to raise the standard of football in Hong Kong. We
believe that this would come about as a result of the following outcomes:


More competitive League Structure



Breaking the stranglehold of current Clubs; more transparent and consistent approach



Fully Professional League with Youth Academies



More excitement for fans, sponsors and media



Better retention and skill development of young footballers
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8.80



Development of a football ‘fraternity’ and a sense of unity and belonging across the sport



Quality control and regulation of clubs and private soccer schools



Clear pathways for talented players and a focus on developing the best players



Equitable youth development policies across Hong Kong



More consistent and coordinated access to facilities



Support for affiliated Clubs

As with many of the changes advocated in Develop – Deliver, the changes will need to be phased. It is recognised that more work will be required to put ‘flesh on
the bones’ articulated above. The changes proposed will need to be introduced over a period of time within the framework of an overall plan. This will need to be
associated with a review of pitch allocation and booking protocols and a review of the funding provided by Government.
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Recommendation 23 – Structure of Football in Hong Kong
The HKFA Change Agent recommends that consideration be given to a fundamental review of the Structure of Football in Hong Kong. In conjunction
with the development of a new Professional League, a plan should be formulated for a phased introduction of the following:
1. When the new Hong Kong Premier League is established i.e. 2012/13, the current Divisions 2, 3a and 3b should be replaced by new Divisions 1
and 2. These would have no age restrictions and would initially receive ‘seed’ funding from the HKFA to ensure sustainability. The Premier
League and Divisions 1 and 2 would collectively form the Hong Kong Football League. Although initially there would be no relegation from the
Premier League, ultimately there should be free movement between the Divisions. The Rules for each Division should be enshrined and
implemented consistently. Changes would require the approval of the Full FA Membership. The HKFA will organise and administer the HK
Football League.
2. Each Premier League team will need to meet AFC criteria and should operate age group youth Academies between under 13 and 18 years of age.
There should be an Academy League for each age group. Youth Academies at Premier League Clubs should replace the ‘Reserve’ League.
3. The Cup Competitions should be reviewed . For example, The Premier Shield which would be exclusively for the Premier League Clubs. The HK
League Cup open to all Divisions of the Football League. The HK FA Cup open to all teams affiliated to the HKFA (see below) (Premier League
teams joining in later rounds).
4. Other Leagues e.g. Yau Yee League should be encouraged to ‘affiliate’ to the HKFA and become part of the Football ‘fraternity’. Affiliated Clubs
can apply for accredited status (subject to meeting minimum criteria). This ‘licence’ will entitle them to benefits such as access to coaching
support and advice. Eventually there should be promotion from these amateur leagues into the 2nd Division of the HK Football League.
5. District Councils should channel their funding into Youth Development rather than teams in the current Divisions 1, 2 3a and 3b. Each District
should have annual age group squads from under 9 to under 18 and there should be District Leagues at all age groups. Squads should be circa
16 boys and they would be subject to an annual selection and evaluation process. This would not prevent District from also continuing to
support teams in the new Divisions (Premier, 1 and 2).
6. The HKFA should establish a system of registration and accreditation for commercial soccer schools
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Football Development
Current Situation
8.81

8.82

The HKFA is involved in football development, but due to the general lack of resources, the extent of development activity is not as broad as it should be. In
performance development terms if the base of participation is not broad enough the pool of players that can develop is necessarily limited. Furthermore if the
opportunities for talent to be identified at a very young age are also limited, there is the potential for people to ‘slip through the net’.
Those that are spotted are not always pointed in the right direction because the pathways are not clear. Even if they are identified, the support they are given is not
always of the highest quality and the opportunities to train and play are limited by a number of factors not least the availability of facilities.

8.83

All of the above suggests that the chances of a young person being spotted, coached and developed to a level where he or she can ultimately compete on a world
stage are severely hampered. This needs to change and will require a systematic and fundamental change in football development in Hong Kong.

8.84

The heavy focus on the First Division League (with an estimated 70%+ of resources dedicated to organising the League fixtures/competition) works against the
wider development of football in Hong Kong. It is understandable that there is this focus and as demonstrated by the proposals set out above for a new
professional league we appreciate the significance of having a league that inspires and excites. Having said that there is an urgent need for a clear, cohesive
vision for the development of football from the grassroots through to the Hong Kong team which includes the professional league as part of a continuum. In other
words, a systematic and joined-up approach to football development in Hong Kong as illustrated in the section above. This will not happen without a strong,
effective Technical Directorate with sufficient resources to make a step change in football development in Hong Kong. This has to be at the heart of whole being of
the HKFA. This section of the report identifies the range of activity that should be undertaken.

Hong Kong Football Association Development Fund
8.85

The recommendations made in relation to football development include a greater emphasis and investment in resources at all levels (elite to grass roots) and
cover all participants in football including boys, men, girls, women as well as Futsal and mini football players. The current investment into all aspects of football
development is minimal and a significant increase in resources is required to make improvements.

8.86

The business plan for the Hong Kong Football Association as set out in this report includes a significant increase in the Football Development Fund. The Football
Development Fund net cost increases over a five year period from a base sum of HK$19m to HK$39m. The Football Development Fund is used for the
development of all areas of football including Hong Kong National Team squad training and competitions (men, ladies, all age groups), community football, training
schemes and programmes, District football, school sports outreach programmes, coach education, referee and match official training and development.

8.87

A ‘Performance Management’ approach should be taken to football development in Hong Kong with annual targets and regular reviews. Quantifiable and
qualitative evidence is required to support the continued investment in football development in terms of national team ranking, success and progress in AFC Cup
and potentially the AFC Champions League (subject to Hong Kong football meeting the AFC criteria to participate in the AFC Champions League), numbers of
team and clubs participating at all levels of the game, increase in the quality and numbers of football coaches, referees and officials.
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8.88

The quality of community football training schemes and District programmes needs to be closely monitored to ensure that the funding is used effectively. The new
Technical Directorate will be in charge of the management, monitoring and evaluation of the Football Development Fund and how it is being used to develop
football in Hong Kong as part of the organisations Business Planning cycle (see Recommendation 29 – Targets and Measures of Success).

Hong Kong National & Representative Teams
8.89

The proposed Football Development Plan increases the budget for the Senior Hong Kong Team from a base figure of HK$1.6 m to HK$4.5m over a five year
period. This increase in budget will cover additional training camps and more friendly and competitive matches. The aim is to ensure that the Hong Kong and
Representative Teams have sufficient resources and the ability to fulfil their potential and bring renewed pride to the nation. Some of this money should be used to
pay the players representing the teams. This does not have to be a lot of money but should be sufficient to obviate the need for a ‘Manager’ to pay the players
bonuses. This will ensure the person employed to coach and administer the team can pick the best players, free from any interference.

8.90

It is also proposed that the funding for the Hong Kong youth teams is increased from HK$7.6m to HK$16.9m. It is suggested that the budget increases for all age
groups to fund an increase in the number of training camps and matches. A budget is included for the preparation of the Asian Games Team (under 23 years) and
the Olympic Team (under 21 years). The Hong Kong Teams at all levels are not playing enough competitive or friendly matches, plus the opportunity to train the
squads is limited due to a lack of financial resources and facilities.

8.91

We also believe that the age gap between the representative youth teams is too large (2 years) and therefore suggest that annual increments should be used so
that each age group should be represented from the age of under 13 years to under 19 years. The older boys/girls in all youth team age groups have an
advantage over the younger players due to size and maturity. The difference in age is more pronounced at the younger age groups of between under 9 years to
under 17 years. It follows that if the age gap in each squad is two years (Hong Kong Football Representative Squads and District teams) the impact on the
younger age group will be high. This will result in the majority of youth team players in effect having a year when they will not be selected for the squad and this
will have a negative impact on a player’s football development. The best young players may well be selected each year on technical ability, but even these players
will find it difficult to compete with opponents who may be 18-24 months older, which is the case with the current structure of the league and squads. We are
recommending that new age groups are established at under 14, under 16 and under 19 years to ensure this annual age group methodology.

Grass Roots Football Development Programmes
8.92

It is critical for football development that the base of the sports development continuum is broadened so that more children are introduced to football at an earlier
age and that coaching programmes and pathways are in place for children to improve and continue their football education and development. The existing football
development schemes provide development pathways, but the number of programmes and schemes need to increase. The effectiveness of the programmes is
not monitored and a rigorous evaluation of the development programmes needs to be undertaken each year to check on the progress of the young footballers, the
quality of coaching and whether the activities are providing good value for money. The Director of Football Development (within the Technical Directorate) will be
responsible for managing the programmes, the development fund, and monitoring and evaluation of the programmes.

8.93

The business plan and football development plan included in this report set a target increase in the community and football schemes of 10% each year for a five
year period. The funding for District and Regional football training has been increased by 40% each year to accommodate this growth in activity. This may appear
to be excessive, but the football development strategy highlighted the need to invest in greater quality and more intensive coaching for the talented young players
as they move through the football development continuum.
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8.94

There is a need to provide young talented players with the opportunity to increase their coaching and playing time with the aim of reaching the target of 10,000
hours which is recognised by football and sport development experts as the amount of time that a young player needs to develop their skills to enable them to
become a professional footballer.

8.95

The Government is currently preparing a proposal to increase the level of funding for District Football. In our opinion, this should be done in conjunction with and
coordinated with the HKFA’s revised football development plan as set out in this report. There is a need to increase the number of age groups, training sessions,
quality and number of coaches, and establish a new District Youth League for all age groups. The District Youth Teams currently play approximately 5 games a
season, which is not enough to raise interest, improve competition and football standards. The level of funding given to the Districts needs to be supplemented by
additional funding through the Hong Kong Football Association Football Development Fund.

8.96

The increase in football development funding included in this report will allow more courses to be delivered thereby increasing participation. The additional funding
would facilitate an increase in the number of football programmes and events by 42% and participation by 67% over a five year period. The main increase in
funding is focused on the advanced football development programmes at a District and Regional level.

8.97

It is envisaged that the exact nature and structure of the football programmes will be developed by the Hong Kong Football Association Director of Football
Development in co-operation with the Technical Director and the National Team Head Coach. The table below illustrates the additional football development
activity envisaged.
Table 8.3 : Football Development Plan: Events & Funding
2011/12

2012/13

2013/14

2014/15

2015/16

90

99

109

120

120

1,504

1,654

1,820

2,002

2,002

Primary Athletes Training Scheme

55

61

67

73

73

Young Athletes Training Scheme

110

121

133

146

146

District Football Team Training Scheme

110

154

216

302

302

Regional Squad Training Program

12

12

12

12

12

Community Programmes

Jockey Club Youth Football Scheme
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School Sports - Outreach Programme

Total Football Events:
Total HK$

2011/12

2012/13

2013/14

2014/15

2015/16

380

418

460

506

556

2,261

2,519

2,816

3,161

3,211

42% increase

10.57m

11.80m

13.29m

15.11m

17.37m

64% increase

Table 8.4 : Football Development Plan: Participation in Football Programmes & Events
Football Development Participants

2011/12

2012/13

2013/14

2014/15

2015/16

Community Programmes

12,780

14,058

15,464

17,010

18,711

Jockey Club Youth Football Scheme

30,080

33,088

36,397

40,036

44,040

Primary Athletes Training Scheme

2,420

2,662

2,928

3,221

3,543

Young Athletes Training Scheme

5,610

6,171

6,788

7,467

8,214

District Football Team Training Scheme

6,050

8,470

11,011

15,415

21,582

126

176

229

321

449

6,080

6,688

7,357

8,092

8,902

63,146

71,313

80,174

91,564

105,441

Regional Squad Training Program

School Sports - Outreach Programme
Total Football Events
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8.98

The HKFA needs to encourage the development of all forms of football in Hong Kong and this must include futsal and mini football. Hong Kong has a shortage of
full sized football pitches and therefore the hard courts and smaller sized football pitches/courts need to be used to develop the small sided game. The Mini
Football Association is currently an independent body that receives only minimal funding from the Government. A ‘Change Agent’ recommendation is that Mini
Football becomes an integral part of the Hong Kong Football Association and that a development fund is used to establish coaching programmes, youth teams
and leagues. Children from the hard court leagues can then progress to the full sided game as they develop their technical skills and physique.

8.99

A coordinated approach is required across Hong Kong at all levels and forms of football so that participation can be maximised, talent can be identified and
nurtured and people can progress through clearly defined pathways.

Coach Education Development
8.100

The Football Development Plan recognises the importance of a quality coach education programme with the aim of increasing the number and quality of football
coaches in Hong Kong. The use of qualified football coaches is crucial when it comes to developing young players and more coaches are required at grass roots
beginner level to ensure that players are at a good standard as they progress into intermediate and senior football. The basic technical skills must be taught at an
early age by competent and enthusiastic football coaches so that the young players are able to adapt to a higher level of coaching within a structured football
curriculum. A qualified coach will also help the younger players to enjoy football, which is also very important to keep the children developing their football skills.
Consequently the proposed budget has been increased over a five year period from HK$0.92 m to HK$2.79m to support the football coach education development
programme.

8.101

It is recommended that the coaching qualifications include the following:




Hong Kong Football Association:


Hong Kong Football Association Football Leaders Award



Hong Kong Football Association ‘D’ Coaching Course

AFC Coaching Qualifications:


AFC ‘C’ Licence



AFC ‘B’ Licence



AFC ‘A’ Licence



AFC Futsal Coaching Certificate
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8.102



AFC Conditioning Coach Certificate



AFC Level 1 Goalkeeping Certificate Course

It is critical for football development in Hong Kong that the number of qualified and active football coaches is increased to meet the anticipated demand and
increase in football coaching programmes, course and teams/clubs. A review of football coach remuneration is required to ensure that Hong Kong can attract new
coaches and that coaching can be considered to be a possible career for retired footballers participating at all levels of the game. There is little point in attracting
and qualifying new football coaches if they then decide not to become active coaches after gaining the qualification. The following table illustrates the increase in
coach development courses, the estimated increase in number of coaches and cost of delivering the courses:
Table 8.5 : Hong Kong Coach Development & Activities

Year

2011/12

2012/13

2013/14

2014/15

2015/16

8

10

12

14

14

280

400

480

560

560

AFC Coach Courses

3

7

12

16

18

AFC Qualified Coaches

19

91

159

207

240

HKFA Seminars & Courses Attendees

165

165

230

230

260

AFC Seminars Attendees

60

60

90

90

120

924,500

1,708,250

2,231,775

2,609,900

2,789,750

HKFA Coach Courses

HKFA Qualified Coaches

Cost of Delivering Courses & Programmes HK$

8.103

Implementation of the Coaching Courses will significantly increase the number of coaches required at all levels to support the development of football in Hong
Kong. The graph below shows the impact of the recommended number of new coaching courses:
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Figure 8.1 : Growth in number of Hong Kong Football Coaches over 5 year period.

Referee Development Plan
8.104

The Referee Development Plan (part of the football development plan) will underpin the role of referees and match officials within the Hong Kong Football
Association for the next five years. There is a need to increase the number and quality of referees and match officials to support the development of football in
Hong Kong. Without an increase in match officials the game cannot develop. An indicative set of targets to increase referee and match official numbers has been
established for the business plan for the Hong Kong Football Association. The referee development plan will outline a clear pathway for the development and
progression of referees from grass roots and club level, to District, Professional League and the National/International scene. In addition to a strategy for referee
development, there will need to be a strategy for the recruitment and retention of referees and officials from grass roots to higher levels.

8.105

There is a need for the Hong Kong Football Association to recognise the crucial role of match officials and to ensure that the Association gives every assistance to
help the referees reach their potential. The match fees paid to referees and officials must be high enough to help attract and retain the services of the officials. A
review of referee and match official fees needs to be undertaken.
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8.106

In addition, the Hong Kong Football Association must establish strict rules and guidance in relation to the treatment of officials by players and teams. Any lack of
respect or abuse of referees cannot be tolerated and the education process must start at junior and youth level.

8.107

It is acknowledged that the quantity of trained referees in Hong Kong is not high enough. As a result of the deficiency in numbers, there is also an issue of quality.
If the standard of football in Hong Kong is to improve it is absolutely fundamental that there needs to be a commensurate improvement in the number and quality
of officials. This is another area in need of inspiration and investment. We would suggest that initially an external expert is brought in to prepare the referees
training manual and a development plan. This could be on a consultancy basis. This would be followed by the appointment of a specific person within the
Technical Directorate to oversee referee development and to ensure the continued recruitment, retention and training of referees. Again the availability of facilities
for training referees is critical. The proposed National Football Training Centre is a must and would provide a base for all referee development. The Referee
Development Plan indicates that the additional referee programmes, qualifications, seminars and support from the Hong Kong Football Association will lead to an
increase in the number of referees at all levels of the game. Targets are set out below.
Table 8.6 : Referee Development Estimates

Referee Development

2011/12

2012/13

2013/14

2014/15

2015/16

FIFA Referee

5

8

12

16

16

FIFA Assistant Referee

4

6

8

10

10

Class 1

11

13

20

30

30

Class 2

16

24

39

50

50

Class 3

56

66

80

100

100

New

47

60

100

120

120

130

163

239

300

300

242,130

345,030

565,260

742,860

803,860

Total Referees

Total HK$
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Figure 8.2 : Predicted Growth in Referee Numbers in Hong Kong
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Implementation
8.108

The Football Development Plan and indicative budget for the Football Development Fund needs to be presented to the Hong Kong Football Association. Subject
to the Football Development Plan and budget being accepted ‘ in principle’, a number of working groups will be formed to establish the detail of the programmes
and the budget, targets, monitoring and evaluation criteria.

8.109

The HKFA needs a strong Technical Directorate which is suitably resourced. Within the new organisational structure we are suggesting a new Technical Director.
The person in this role should oversee all football development activity and work very closely with the Hong Kong Team Manager/Coach and the professional
clubs. There should be Development Managers for specific areas of the sport (described below) and these should be supported by a Development Officer in every
district who will be responsible for community football initiatives including working with schools, developing district squads etc.

8.110

The Technical Directorate should have five distinct but coordinated areas of operation – namely:

8.111

(i)

The Hong Kong Team (including a Hong Kong team operations unit that deals with all the administrative matters concerning the Hong Kong team
– e.g. travel, facilities and so forth);

(ii)

Youth Development and Grassroots football;

(iii)

Coaching, Education and Officials

(iv)

Women’s football

(v)

Futsal and Mini-Football

The person heading this up needs experience of running a football operation either within a governing body or within an established club structure. It is both a
technical and education role. Current knowledge of football in Hong Kong is less important than knowledge and experience of managing the development of
football in an established football entity.


Youth Development and Pathways



Coach Education and Training



Officials Recruitment and Retention



Amateur Leagues



Futsal and Mini-football



Girls and Women’s Football
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Recommendation 24 – Football Development
That the Football Development Plan (Appendix 7) prepared as part of Develop – Deliver be adopted by the HKFA and implemented by the new
Technical Directorate.
That the Football Development Fund be significantly increased to direct additional resources into; representative teams, District youth teams, grass
roots football development programme, coach education, officials development
That a Referees ‘supremo’ be appointed on a short-term consultancy basis to establish a curriculum and referees development plan and thereafter a
nominated officials officer within the Technical Directorate assumes responsibility for the recruitment, retention and training of officials
That greater emphasis and resources be put into football development at all levels (elite to grass roots) and covering all participants in football
including boys, men, girls, women as well as Futsal and mini football players.
That a ‘Performance Management’ approach should be taken to football development in Hong Kong with annual targets and regular reviews.

Eligibility for Representative Teams
Current Situation
8.112

Under current FIFA criteria, to be able to play for a Representative team, a foreign born footballer must have been resident in that country for seven years. There
are countless examples of people having ‘dual-nationality’ thus enabling them to play in an international team outside the country of their birth. Similarly people
can gain eligibility to play for a country through ‘parentage’ The unique relationship that exists between Hong Kong and China precludes this arrangement and to
qualify to play for a representative team, a foreign player would have to relinquish their original nationality and passport to become a Hong Kong/China resident.
This means that some people who would otherwise be eligible to play for Hong Kong by birth, parenting or residency are currently unable to do so unless they
relinquish their ‘other’ nationality. The same does not apply in other countries because of the dual nationality criteria and therefore Hong Kong is limited in its
‘talent pool’ in comparison to other nations. In-eligible players are not allowed to train with representative squads (for obvious reasons) but this might be limiting
the drive for higher standards if those people are better players and could in turn raise the standard of play of qualified individuals. If these people were allowed to
train with squads it could encourage them to give up their originals nationality, become Hong Kong/China citizens and become eligible to play.

8.113

To illustrate this point we have done a comparison with another Asian country. The graph and table below indicate the relative improvement in the world ranking of
the Philippine national team in comparison to Hong Kong.
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Figure 8.3 : The relative improvement in the world ranking of the Philippine national team in comparison to Hong Kong
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Table 8.7 : FIFA Ranking Comparative Analysis

Jan-07

Jul-07

Jan-08

Jul-08

Jan-09

Jul-09

Jan-10

Jul-10

Jan-11

Hong Kong

117

128

125

120

152

137

137

135

146

Philippines

178

168

181

169

162

158

167

167

153

-61

-40

-56

-49

-10

-21

-30

-32

-7

Diff +/-
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8.114

It is clear from the above that over a four year period the Philippines has closed a gap of over sixty ranking places to a mere seven. The main reason for that is this
is that the Philippines has actively looked abroad for eligible players. Many of the current Philippine squad (8 out of 23) have been brought up in countries with
more of a heritage in excellent football development programmes and are of a higher standard than people brought up in the Philippines. Not only have their
players benefited from being coached in foreign Academies but many are actually still playing in foreign leagues that are often of a higher standard than domestic
leagues in the Philippines.

8.115

Who knows how many good players that could be eligible to play for Hong Kong are currently training and playing in other countries? What is clear is that the
Hong Kong ranking is getting worse and the Philippine’s ranking is improving.

8.116

Theis is a matter of immigration policy and is probably unlikely to change. However it may be worth raising the issue with the AFC or FIFA to see if dispensation
can be made in view of the uniqueness of the situation. In any event the HKFA should review its policy regarding training with representative squads which may
encourage some people to become Hong Kong citizens.

Recommendation 25 – Eligibility for Representative Teams
That the HKFA investigates immigration policy in relation to dual – nationality provisions and reviews the policy of eligibility for representative
teams / squads.

National Football Training Centre
Current Situation
8.117

The lack of quality playing facilities for competitive matches at all levels in Hong Kong is acute. The availability of facilities is without doubt one of the main factors
that hinder the standard of football in Hong Kong. The availability of facilities for practice and training is even worse. The Hong Kong representative teams and
Professional Clubs do not have dedicated facilities for training. Small wonder that they struggle to be competitive.

8.118

The Change Agent understands the problems of providing sufficient facilities in Hong Kong in the first instance and also the difficulty of allocation of those facilities
once they have been provided. There is currently a huge under-supply. This could get worse if the recommendations of this report are accepted unless additional
facilities are provided and there is a change in policy regarding pitch allocation and booking. For Clubs to be successful and for youth development programmes to
be effective additional access to quality facilities will be required. Solutions must be found to this thorny issue.

Rationale for Change
8.119

Dedicated, accessible and quality facilities for training are essential. It is unlikely that this can be achieved at existing facilities because of the over-demand. The
best way to address this therefore is to provide new or enhanced facilities.
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8.120

A new centre which is exclusively for the use of elite footballers should be part of this development programme. Co-terminus with the preparation of this Change
Plan, a feasibility study is being written for such a centre. The vision for a National Football Training Centre is set out below. It is envisaged that should it go
ahead, a new NFTC would be a major building block in the future success of football in Hong Kong. It is the key that could unlock so many things.

The Vision for the National Football Training Centre


The NFTC will be the home of Hong Kong Football and the centre for football training, education, learning and career development.



The NFTC will be the training base for all Hong Kong national and junior teams, professional clubs and would encompass the training of coaches,
referees and administrators.



The NFTC will create a legacy for future generations of football in Hong Kong.

8.121

It is essential that the NFTC is of requisite quality to support the development of football in Hong Kong, to portray the right image of Hong Kong as a vibrant,
modern and commercial capital of Asia and to attract visiting football Hong Kong teams and football clubs to Hong Kong.

8.122

The NFTC must be more than simply a base for football in Hong Kong. It must represent a belief that the art and science of football can be studied and mastered,
and then shared for the benefit of the whole sport.

8.123

The NFTC will drive and support the aspiration that Hong Kong can challenge the elite football nations in Asia and across the world through meticulous planning,
first class facilities and expert administration, coaching and support services.

8.124

The NFTC will be the nerve centre for football in Hong Kong and be the catalyst to drive and improve the quality of football; and the centre is vital for the long term
health of Hong Kong football. The centre will be a major asset in the development of players, coaches and referees.

8.125

As well as being the training base for the Hong Kong and junior teams, the centre will house medical, exercise, sports science, coaching, video analysis and
education departments.

8.126

The NFTC needs to be located in an area that will provide a total football environment. The proposed site for the training centre at TKO will provide a peaceful and
private setting, with ocean aspects, which will enhance the users experience and allow them to contemplate, to study and to nurture talent at a dedicated football
centre of excellence.

8.127

The NFTC needs to be a purpose built centre which is both functional and relaxing and provides the opportunity for all players, coaches and referees to develop
and excel.

8.128

The NFTC must be developed to create a sense of identity and national pride; and to provide young players in Hong Kong with an understanding of the
prosperous heritage of the football in Hong Kong. It will be the home of Hong Kong football and a crèche to nurture the future talented players and coaches.
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8.129

The NFTC must operate in a commercial manner with the highest possible standards of management. It cannot become a white elephant and there is a need to
ensure that there is a mix of elite, community and commercial activities that will make the centre as viable and sustainable as possible. Commercial income
streams can cross-subsidise development activity. The ultimate aim will be to remove any public subsidy and ensure the facility can stand on its own.

8.130

The training centre must be ‘state of the art’ and there is an opportunity to make it one of the finest football training centres in the world, to showcase Hong Kong
as a vibrant, modern and commercial capital of Asia, and to attract the leading football nations and clubs across the globe to use Hong Kong as a training base
and to explore commercial opportunities in Asia.

8.131

The inclusion of Community facilities as part of the development is not simply as an income stream (as important as that is). Moreover it is to create a football
‘destination’ in Hong to cater for all levels and to act as a motivating experience. Community users will be able to feel part of the NFTC, to be inspired by it and to
believe that they can aspire to excellence themselves.

8.132

The vision for the football training centre reflects the status of Hong Kong as one of the leading and most dynamic economic nations in Asia.

8.133

It is essential that the product is right from the planning stage to allow the NFTC to develop and be a recognised centre for football excellence globally. The vision
and aspiration for the NFTC following 5 years of operation is shown below: It will be a challenge to achieve this and some stretching targets are set.

8.134

The investment required is significant and it is appropriate to ensure that the right people are involved in this project from the outset to deliver the following vision:


One of the best Football Training Centres in Asia Pacific



Part of the World’s network of World Class Football Academies



A High Performance Centre for Elite footballers



Host to national and international teams, clubs and activities



Home to unsurpassed standards of customer care



Home to a Worldwide reputation for excellence in management



The benchmark for elite sports facilities in Hong Kong



A 24/7 community football destination



A national icon



Commercially successful
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Recommendation – 26 – National Football Training Centre
That the HKFA confirms its commitment to be a main partner in the development and future use of a National Centre for football and recognises that
the NFTC is fundamental to the future success of football in Hong Kong. Dedicated access to purpose-built football facilities is critical.

New National Stadium
Current Situation
8.135

The current National Stadium is iconic and provides a great venue for a variety of sports. It is however showing signs of age and is not in an ideal location due to
the proximity to residential areas. The pitch is heavily used by a number of sports, notably rugby and other community events. As a result the playing surface is
often not of the quality required for international football or other top professional matches. Plans exist to build a new National Stadium at the site of the old airport
at Kai Tak.

Rationale for Change
8.136

The need for a new National Stadium is endorsed. The HKFA should be a partner in the development of this facility and a main user once it has been constructed
for high level domestic competitions and international matches.

Recommendation 27 – New National Stadium
That the HKFA confirms its commitment to the provision of a new National Stadium and provides appropriate support to the development.

Community Facilities
Current Situation
8.137

The Government’s strategy document Dare to Dream included a whole section on the number, quality and availability of pitches for football in Hong Kong. There is
no point in duplicating this here but suffice to say that it remains probably the critical issue for the HKFA and for football generally. There are insufficient football
facilities to accommodate current demand. Commendably the Government is currently investing heavily in the conversion of grass pitches to synthetic pitches
which will significantly increase the number of sessions available. There are currently 14 artificial turf pitches in Hong Kong and this will increase to 36 within the
next five years.
111

Hong Kong Football Association
Project Phoenix – Change Agent Recommendations – A Future Vision for the Hong Kong Football Association
8.138

At a conservative estimate each converted pitch will support at least 2,000 additional hours per annum than a grass pitch. That is a total increase of around 44,000
hours. If additional grass pitches are also provided and if hard court facilities are also included there will be even more. The National Football Training Centre will
also provide additional opportunities if it goes ahead.

8.139

Looking forward, the availability of pitches is perhaps an issue that can be resolved even allowing for the additional requirement for pitches that will be required as
a result of increased football development. It will however require a coordinated response and a change in Government policy regarding allocation.

Rationale for Change
8.140

The need for home venues for the new Professional League in partnership with Districts has been articulated in this document. This will be of fundamental
importance and in reality the league will fail without this commitment. Part of the planning for the new Premier League will involve the allocation of ‘home’ venues
in partnership with Districts. The prestige of being associated with a Premier League and the associated spin-off benefits should encourage Districts to become
involved with Premier League teams. If they do, it is essential that the grass pitch is protected and that priority be given to Professional Clubs. We understand that
exclusive allocation might be difficult but ‘primacy of use’ may be more acceptable. For a ground to be used as a home venue for a Premier League Club we would
suggest no more than 5 matches per week are played on the grass pitch. This will mean that Premier League teams and their Academies will need to train
elsewhere – hopefully the National Football Training Centre although that will not be available until 2014 at the earliest.

8.141

As stated earlier in this report, there is a need for more football development programmes for District squads at nine different age groups. This will further increase
the demand for pitches. These teams will also need places to train and play. It is inevitable that training will take place on artificial surfaces but inter-District
matches at the older age groups should be played on grass if possible.

8.142

There is also a need for more facilities for grass roots football development programmes, amateur clubs and casual football. The HKFA should continue to work
with all agencies in relation to the development of new and enhanced facilities for playing and training.

8.143

The HKFA should work closely with Central Government (HAB and LCSD) and District Councils to agree a hierarchy and priority of use of community football
facilities. A coordinated and joined up plan is required. Given the planned increase in the number of artificial pitches and the potential investment in other facilities
including the National Football Training Centre, it is likely that the imbalance between supply and demand might diminish to a more manageable level. The
increased demand for facilities arising from the recommendations of Develop – Deliver will take time to implement and should therefore coincide with the increased
availability of pitches. It is possible to conceive of a planned approach with a prioritised hierarchy of use where most of the demand for pitches can be satisfied.
This will need the HKFA to work with the Government (central and district) to work together.

8.144

As long as the majority of casual demand can be satisfied we see no reason why, as additional pitches are provided, priority cannot be given on a programmed
basis to organised football especially if this is a policy of the Government.

8.145

We are aware that in the recent past visiting international teams have not been able to train because no facilities were available. We are aware too that many
Division 1 training sessions and youth programmes have been cancelled due to a lack of pitches. It is of fundamental importance that elite footballers train
regularly ideally at the same times and at the same venues. Breaking the routine is very detrimental.
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8.146

In the opinion of the Change Agent Hong Kong needs to decide whether it wants to be successful at football or not. If it does it must address the issue of football
pitch allocation. The proposals contained in this document simply cannot be implemented without a new approach. In our opinion the future priority order for the
allocation of pitches should be as follows:


National Representative Team(s) Training



Premier League First Teams



Premier League Academies



District Development Squads



Division 1 and 2 Teams



Affiliated Leagues



Casual Bookings

Recommendation 28 – Community Facilities
That the HKFA recognises the current under-supply of good quality accessible facilities for football in Hong Kong and commits to working with
partners and especially the Government (Central and District) on the development of enhanced facilities for football. In particular it agrees to work in
partnership with HAB, LCSD and District Councils to facilities the establishment of a new Professional League involving the allocation of ‘home’
venues.
That the HKFA requests that the Government considers the development of a hierarchy of use of facilities with guaranteed use for certain categories
of Football and agreed quotas on levels of use.

Player Welfare and Status
Current Situation
8.147

The status of professional footballers is low in Hong Kong society. Young people do not aspire to be footballers as they do in other countries and parents are less
supportive of those ambitions when they do emerge. Players are poorly paid and the career is a very short one. It is a very insecure ‘profession’ often cut short by
injury or rejection. It is no wonder that young people are encouraged to seek more secure and lucrative ways of earning a living. This means that the pool of
potential players is very small and this has a major detrimental impact on the ultimate quality of footballers.
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Rationale for Change
8.148

Football must be seen as a secure, well paid and prestigious career opportunity. It is unlikely that this will happen overnight but some immediate actions will help
to move things in the right direction. As part of the instigation of a new professional league we would like to see as criteria for inclusion, provision of a youth
Academy at each participating Club which has an element of education and vocational training as part of the process of developing young footballers. This will
help to encourage young people and parents to become involved because the focus will not just be on football. Personal development in a number of areas will be
important as will support in finding alternative employment for young people that fail to make the grade. District Academies should supplement and complement
club Academies.

8.149

Also linked to the new Professional League are two other initiatives that will help to redress the balance in favour of players. A minimum wage should be
established. Hopefully over time players will become valuable assets with transfer values. There is a balance to achieve because we would not want the league to
held to ransom by players and their agents’ demands.

8.150

The second initiative is the establishment of a Professional Footballers’ Association (PFA). Ideally this organisation should be independent from the HKFA
although it would receive grant funding from it until it is in a position to be self-financing through player subscriptions, sponsorship etc. Given the starting position, it
is unlikely that this body would be strong enough to be independent in the first instance and so should be established initially as part of the HKFA. A Committee
should be formed to monitor player welfare and this should include a representative who is a current professional player. Eventually and independent PFA would
be responsible for player welfare and would set up trust funds to pay for footballers that fall on hard times due to injury or the inability to find alternative work once
their playing days are over.

Recommendation 29 – Player Status and Welfare
That the HKFA gradually but systematically raises the status of professional players through the establishment of a new Professional League which
has as part of its criteria for entry a requirement for Clubs to put in place education programmes at its Academies and also for senior players.
That as part of the new Professional League a minimum wage is agreed which is reviewed regularly.
That as part of the new Professional League a Professional Footballers’ Association is established as part of the HKFA which will eventually be an
independent body with a remit to look after the welfare and training of existing and former players.

China League Links
8.151

Hong Kong teams playing in China is an interesting proposition with both pros and cons. Firstly it would be important to ensure that the AFC and FIFA had no
objection and that it would not compromise the Hong Kong and Representative teams. A team playing in China would help to generate interest in the sport in Hong
Kong particularly if it was playing in the Chinese Super League. Indications are that it would have to start in the second Division and there is no guarantee that
promotion would be forthcoming. Football in China is experiencing difficulties at the moment in terms of the standard of play and allegations of corruption.
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8.152

Now might not be a good time to become associated with football in China. Similarly, there is a considerable amount of work to do in terms of getting football in
Hong Kong onto a firmer footing and this issue could be an unnecessary distraction.

8.153

There is also the issue of who this team would be and the relationship between the team and the new Professional League which could be conflicting and
complicated. We envisage that a new team would need to be started and that it would be a Hong Kong ‘United’ team so that Hong Kong as a whole could get
behind it. It is important to point out that this would not be the Hong Kong representative team although there is no reason why some players could not play for
both sides.

8.154

The China League is played at a different time of the year although there are overlaps with the Hong Kong Leagues. This might be beneficial in generating yearround interest in football. If the difficulties could be overcome and when the time is right this initiative might be a contributor to raising the standard of football in
Hong Kong by energising the community and exposing players to different styles and quality of play. We would not wish to stifle the entrepreneurial spirit of people
wishing to invest in such an opportunity but this will need more detailed investigation. If it happens it should happen under the control and direction of the HKFA.

8.155

The conclusion of the Change Agent in relation to a Hong Kong United team playing in the Chinese Leagues is that it is not a priority at this time. There are far
more important issues to deal with and whilst we would not rule out this initiative, in the long term, it is not an issue that should be pursued in the foreseeable
future.

Recommendation 30 – China League
That consideration of a Hong Kong based team playing in the Chinese Football leagues be deferred for the foreseeable future and that only when the
time is right, the HKFA should open dialogue with the AFC and with FIFA about the participation of a ‘Hong Kong United’ team in the China League
subject to that team not detracting from the new Professional League or compromising the success of the Hong Kong and representative teams.
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9.

Working in Partnership
Stakeholder Engagement

9.1

Partnership working is sporadic at present and the benefits of working together are not being maximised. The relationships tend to be based around funding
subventions specifically in relation to partnerships with LCSD and FIFA. The unfortunate reputation that the HKFA ‘enjoys’ in certain quarters does not help. The
HKFA can not achieve its ambitions working totally independently; it must lead the transformation of football but deliver the outcomes in partnership with a range of
public and non-public stakeholders and funding partners. This will need a new attitude, approach and process on both sides.

9.2

In preparing this document the Change Agent has met with and consulted with a large number of people. It is fair to say that the reputation of the HKFA could be
better. Perhaps more importantly there is a degree of scepticism about the organisation’s desire and ability to change especially amongst the media and football
fans. This perception must be overcome. A joined up approach with partners would help to overcome the cynicism that prevails. Initially some joint statements
expressing ‘solidarity’ would be helpful.

Public Sector
Central Government
9.3

Government support is crucial if Develop – Deliver is going to make any difference. This support involves funding but is not limited to providing grant aid. Policy
support, facility support and philosophical support will all be necessary. The HKFA must work with the Government at a number of levels. Firstly it is inevitable that
the Legislative Council will need to endorse some of the changes included within Develop – Deliver. A specific paper should be prepared outlining the new policies
required. Furthermore the Home Affairs Bureau (HAB) will be a key partner moving forward especially in relation to sports policy and future funding. There will
need to be a closer working relationship with the Leisure and Cultural Services Department (LCSD) particularly over funding for salaries, office costs and football
development programmes.

District Councils
9.4

The use of home venues for Clubs aspiring to play in the new Professional League will require a new approach to local partnerships. Districts will need to be
persuaded of the benefits of giving primary use of venues for a professional club and limiting the number of matches that can be played on the main grass pitch.
This will depend on the ability to prove wider community benefits such as economic development and social cohesion. We are also suggesting a different
approach to use of District funding for Clubs. Apart from the support of some Districts to Premier League Clubs we are suggesting a re-allocation and
standardisation of funding at a District level. Instead of funding Clubs in the current Divisions 2, 3a and 3b we are proposing that District funding is channelled to
the establishment of District Youth Academies. The Clubs that currently receive funding from Districts that will play in the new Divisions 1 and 2 will receive funding
from the HKFA and will not lose out. We would not discourage additional discretionary funding to Clubs but we believe that the focus of funding and programmes
at a District level should be on youth development, talent identification and the development of performance pathways.
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9.5

In addition Districts will play a key role in the allocation of pitches for the various levels of football, hopefully in line with a new policy on the hierarchy and priority of
use. The 18 Community Development Officers employed by the HKFA operating at a District level will need to work closely with community groups, schools etc.
The importance of the future role and involvement of District Councils cannot be underestimated.

Education
9.6

Young people are often first introduced to football at school. It is important therefore that this experience is positive and encourages further participation. Physical
Education teachers will be advocates of physical activity and sport but are often generalists rather than specialists, especially at primary level when basic skill
acquisition is critical. Equally the physical education curriculum by necessity will cover a wide range of sports and not just football. Often the facilities available at
schools are limited again especially at Primary Schools. The foundation skills that will be developed through physical education will be a good starting point but
evidence shows that early specialisation in a given sport coupled to a broad skill acquisition process is essential in developing talent.

9.7

In view of this we believe that there should be a close working relationship between schools, clubs and football development programmes. The District
Development Officers proposed by the Change Agent will work with schools in a number of ways. Firstly they will work with physical education teachers to deliver
football lessons as part of the curriculum. Secondly they will help to identify talent and create pathways for these talented individuals. This will mean making links
between schools and clubs and between schools and District Development Squads. For the exceptionally talented children links will be made with Premier League
Academies. The aim should be to let no talented children slip through the net, a situation that is inevitably happening at present because of the sporadic approach
to football development.

9.8

Schools should also be encouraged to promote a lifelong interest and involvement in football for less talented people, the children that will never become
professional footballers. They will be the fans, administrators, officials and amateur players of the future. Football needs to be a part of Education through primary,
secondary and tertiary stages. Sometimes people are late bloomers and there should be pathways created at different stages of their education. The HKSSF will
be a key partner in this process and elsewhere in this report we suggest that a team could play in one of the Hong Kong Football Leagues.

Hong Kong Sports Institute (HKSI)
9.9

Football used to be classified as an ‘elite’ sport. The decline in the success of football in Hong Kong meant that that status was removed. The recent success in
the East Asian Games re-established football as a sport whilst not specifically recognised as ‘elite’, one that is eligible to receive funding. This funding is timelimited but is important in allowing the HKFA to deliver its programmes. In the future we would suggest that there is a close working relationship between the HKSI
and the HKFA in terms of both funding but also in terms of pooling expertise and resources. This is particularly true if the HKFA becomes the partner in the new
National Football Training Centre. As currently envisaged the NFTC would have excellent sports science and sports injury and rehabilitation facilities. These could
be a shared resource in return for access to the HKSI more specialist medical services and expertise.

Governing Bodies
9.10

The AFC and FIFA are also key partners in delivering this strategy. The Change plan is fully compatible with the aims and objectives of these bodies and we would
expect them to endorse the proposals. It is to be hoped that additional resources could be made available to the HKFA from these sources particularly in relation
to the football development initiatives included in Appendix 6. The establishment of the new Premier League, the re-organisation of the HKFA at a Board and
Secretariat level and many of the other initiatives contained in this document are in accordance with the AFC’s Vision Asia Strategy.
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Commercial Sector
9.11

Sponsorship and other commercial revenue are scarce in Football in Hong Kong at the moment. This is because the ‘product’ of football is not strong enough for
organisations to want associate with. The Change Plan will only work if this perception changes. It must be seen as a real public private partnership with the public
sector being the catalyst and the private sector initially providing the icing on the cake but gradually taking over as the product improves and commercial benefit is
derived. One of the most important things is to quickly secure a major sponsor for the new Professional League.

9.12

This report advocates the need for a new Commercial Director of the HKFA whose role it would be to identify potential sponsorship opportunities and to negotiate
deals with sponsors. The person appointed would also be expected to develop other sources of commercial revenue through the development and implementation
of a cohesive marketing and communications strategy. This is therefore a critical role and one that could make or break the budget and with it the substance of the
plan.

Other Partners
9.13

There are many other partners and stakeholders that need to be embraced. The rationale for widening the remit of the HKFA and for working towards a new
Assembly with wider representation than the existing Full Membership (which in reality is limited to a few Clubs), is to involve more people in football and to create
a football ‘family’. This must not be simply paying lip service to the various stakeholders but must be a real and tangible change of attitude and philosophy. The
HKFA is currently perceived as an organisation that is run by and operated for the exclusive benefit of the few rather than the many.

Football Clubs
9.14

The existing Clubs both professional and amateur need to be encouraged to be part of the new era. They must gain from the experience of working with the
HKFA. Existing Division 1 teams will be given first refusal on joining the new Premier League in 2012/13. They will also be given financial support to ensure their
sustainability. A better standard of football and a league that meets the AFC criteria will open up new opportunities for Premier League Clubs such as eligibility to
play in the Champions League. The commercial opportunities associated with building a home fan base, additional sponsorship, prize money etc will be
substantial.

9.15

Existing teams in Divisions 2, 3a and 3b will be given opportunities to be in the inaugural new Divisions 1 and 2 and whilst some may lose District funding under
the proposals, they will receive alternative seed funding from the HKFA for a period of time to guarantee their place in the leagues.

9.16

Other amateur clubs will be encouraged to affiliate to and be licensed by the new wider HKFA. They will for the first time be able to feel part of the organisation
and receive benefits commensurate with that status.

Hong Kong Jockey Club (HKJC)
9.17

The HKJC has an interest in Football. It derives a proportion of its revenue from gambling on non-domestic football. The charity arm of the HKJC invests in
community projects and is considering investing in a new National Football Training Centre. As described elsewhere in this document this facility is seen as critical
to the future success of football in Hong Kong. The HKJC should be a close partner of the HKFA in the future.
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Individuals
9.18

Players, coaches, officials and administrators are key partners without whom there would be no sport. They must be made to feel important and they must
have access to training, support, encouragement and resources.

Fans
9.19

Spectators and fans are the heartbeat of the sport. Without fans there would be nothing but low key amateur football. Fans drive the income and interest in the
sport and are needed for the sustainability of Deliver - Deliver. We hoe that this Change Plan will be seen as fan-centric. There is latent support for football in Hong
Kong that comes to the surface from time to time. The HKFA must go out of its way to build relationships and to encourage more active participation in watching
football.

Press and Media
9.20

Last but definitely not least the media in all its forms. The power of positive communication must be harnessed if the message that football in Hong Kong is
important it to get across. Media relations are of fundamental importance. Dialogue must be regular and informative. Clear channels of communication must be
maintained and the media should be afforded access to key people.

All Partners
9.21

It is hoped that closer working relationships develop as part of this change process. It will be up to the new Assembly and Board to demonstrate its inclusive nature
and for the new Executive to work at putting partnerships together and making them mutually beneficial. The ultimate aim will be to create a football ‘family’ across
Hong Kong.

Funding
9.22

Develop – Deliver will require a number of things if it is to be successful. First and foremost it needs the support of all stakeholders including the approval of the
existing Board and Full Membership. Unless the HKFA itself demonstrates a commitment to self-transformation it can expect no additional funding from the public
purse. Equally it would be unlikely to benefit from any investment from the Hong Kong Jockey Club into the new National Football Training Centre or other
commercial initiatives. We have no doubt that without additional Government Funding and investment in better facilities (which are both conditional upon the HKFA
agreeing to transform itself); football in Hong Kong will wither on the vine. The responsibility on decision makers is immense.

9.23

Subject to the agreement of this document, it is likely that additional funding will be forthcoming – this is fundamental. The budget shows a requirement for an
increased investment over a five-year period. Public sector funding will be the catalyst for other sources of funding and so over a period of time the dependency on
Government funding can reduce. The increase in the level of investment could be seen as significant in proportion to current funding levels. However in terms of
per capita investment and the potential benefits, the Change Agent believes that the increase is relatively small and justifiable.
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9.24

The investment in football required is a small proportion of the revenue generated from betting on football. A small change in the betting levy on football would
release funds that could be re-invested in the sport.

Recommendation 31 – Partnership Working
That the HKFA recognises that to bring about the transformation of the sport of football as articulated in Develop – Deliver it is essential to work in
partnership with a range of stakeholders. This will be facilitated by;
1. Wider representation on the new HKFA Assembly
2. Additional independent Board Members
3. Representing the sport as a whole and developing a football ‘family’ through the affiliation of all teams and players
4. Working together with other partners and stakeholder on joint football development initiatives
5. Delivering agreed outputs and outcomes linked to funding agreements
6. The organisation of an annual football forum/conference
7. Better marketing, communications and PR
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10. Outcomes and Outputs
Targets
Current Situation
10.1

Under present arrangements there in no real culture of performance management within the HKFA. As stated previously it tends to focus its efforts on an important
but relatively small percentage of the sport i.e. the top leagues. It lacks the resources to deliver on a wider front and there appear to be few target outcomes to
achieve.

Rationale for Change
10.1

Develop – Deliver must change that. The transformation of the HKFA and the scale and scope of what is achieved must be significant. In view of the level of
investment involved and the degree of scrutiny that rightly goes with that, there will need to be a culture of measuring the direct and indirect benefits and of
communicating that to stakeholders.

10.1

There is a groundswell of opinion around the world and in Hong Kong that sport is beneficial to society, communities and individuals. It should follow that football
as arguably the most popular world sport, should deliver a disproportionately high number of benefits. When one considers the potential impact that a
transformation of football in Hong Kong could have, the level of investment could be seen as relatively small and certainly proportional. However it will take
evidence of change and the associated benefits to persuade sceptics to become advocates.

10.1

The Change Agent has faith in football, we know it has the potential to change the lives of people in Hong Kong. That is why we are happy to set some targets for
what can be achieved. Monitoring the outcomes and outputs associated with Develop – Deliver will be instrumental in demonstrating the power of football.

Intangible and Tangible Outcomes
10.1

The nature of the transformation is such that there will be some tangible and some intangible outcomes. The intangibles are seen as no less important because
these will help to turn around the negative perception of the Hong Kong FA and football in Hong Kong generally. The implementation of Develop – Deliver should
result in the following benefits.


Changes to the Governance, Constitution and Structure will have the following positive benefits:


The HKFA will represent and be sent to represent the sport as a whole and will develop a football family of clubs, individuals and affiliates



Investment and a greater focus will filter down to all areas and people in Hong Kong



The new structure and constitution will give greater credibility in the eyes of the public, the AFC, FIFA and partners
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The new Board will be more representative of the sport and will operate in a more transparent way thus reducing real and perceived conflicts of interest



The new FA Assembly will also be more representative of the sport and will support the Board in delivering the strategy.



More people and organisations will be encouraged to work with the new football National Sports Association



There will be a better working relationship between the Board and the Executive with empowerment of key individuals to implement policy

Changes to the Vision, Strategy and Business Planning will have the following benefits:


A clearly articulated and agreed set of vision, mission and values that can be communicated to all stakeholders thus reinforcing the perception of the
HKFA as a well organised, inclusive and efficient organisation that knows where it is going



A clearly defined strategy that makes it clear how the HKFA relates to other organisations



A Business Plan that cascades strategy down into meaningful budgets and action plans



Aligning all activity to the delivery of the prevailing priorities of the HKFA



Strong and purposeful leadership

Changes to the Organisation will have the following benefits:


The right people doing the right things at the right time with the right resources



Sufficient allocation of people and money to make a real difference across all facets of the sport



Highly effective controls and ‘checks and balances’



A workforce that is well qualified, motivated, directed and rewarded



The creation of an excellent working environment and culture that fosters a positive outlook and a focus on delivering results on and off the pitch



Systems, procedures and hardware that are commensurate with a world-class sports association

122

Hong Kong Football Association
Project Phoenix – Change Agent Recommendations – A Future Vision for the Hong Kong Football Association


10.1

Raising the Standard of Football played in Hong Kong will have the following benefits:


Hong Kong and Representative Teams that have the ability to fulfil their potential and bring renewed pride to the nation



Success on the international stage that inspires the younger generation



A positive relationship between the Hong Kong and Representative teams and Professional Clubs



A new Premier League that is independent, self-sustaining and generates huge spectator, sponsor and media interest



Hong Kong teams playing regularly in the AFC Champions League



Better standards of playing, coaching, officiating and development



Football Development programmes that are coordinated across Hong Kong at all levels, that maximise participation, identify talent and nurture that talent
through clearly defined pathways so that self-actualisation through football can become a reality



A structured approach to coach education resulting in more better qualified people at all levels of the sport



Encouragement of the recruitment, development and retention of better trained officials



More, better and accessible football facilities at a community, club and Hong Kong level including home venues for Premier League Clubs, a new National
Stadium and a National Football Training Centre



The enhancement of the status of football players in Hong Kong such that young people aspire to a career in football through education and welfare
support, academies, minimum wage and a Professional Footballers Association



The ability to attract talent from overseas



The development of talent to such an extent that it is sought out by other countries



The development of effective partnerships across Hong Kong with all football stakeholders

The Change Agent fervently believes that these outcomes can be delivered if Develop – Deliver is agreed, adopted and implemented in full. A partial
implementation will inevitably result in a dilution of the positive outcomes and outputs.
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Specific Targets
10.1

The recently approved Government Strategy for Football Dare to Dream contained some specific targets. Develop – Deliver has been prepared to make the HKFA
fit for purpose and in so doing help to contribute to and in some cases lead the delivery of the wider strategy. For this reason, Develop – Deliver has adopted the
following targets. Performance against these will be measurable.
Table 10.1 : Targets

Target/Measure
Hong Kong Team FIFA world ranking (men)

Existing Level
146 (Jan 11)

Hong Kong Team FIFA Asia Ranking (men)

26 (Jan 11)

Hong Kong Team FIFA world ranking (ladies)

67 (Nov 10)

Hong Kong Team FIFA Asia Ranking (ladies)

14 (Nov 10)

Annual Number of International Matches (Senior)
Number of Registered Players
Average spectator numbers (New Premier League)
Football ‘Family’ Members
% of Population Playing
Number of Affiliated Clubs
Clubs with Quality Accreditation

5 (Average of last 5 years)
N/A
Circa 1,000
N/A
2.16%
82
N/A

Registered Officials
Football Development Programmes

1016
2,129

Number of Synthetic Pitches
Delivery of National Training Centre
Sports Scholarship Bursaries

11
N/A
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Future Target
120
100
Maintain Top 80
20
15
Maintain Top 10
50
40
Maintain Top 35
11
9
Maintain Top 8
8 Friendly matches (minimum)
6 Competitive (depending on competitions)
280,000
3,000
10,000
4%
120+
25%
50%
1,500
2,500+
3,000+
3,500+
34
Operational by
15 per annum

Date
2012
2015
2020
2012
2015
2020
2012
2015
2020
2012
2015
2020
2010
2014
2015
2012
2014
2014
2014
2016
2015
2012
2015
2020
2015
2014
2012 onwards
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Recommendation 32 – Targets and Measures of Success
That the HKFA adopt the target outputs and outcomes articulated in Develop – Deliver as the starting point for measuring the success of the
transformation of the HKFA and the raised standards of football development in Hong Kong.
That these targets be monitored, reported and reviewed annually as part of the organisations Business Planning cycle.

125

Section 11 : Implementation of Recommendations

Hong Kong Football Association
Project Phoenix – Change Agent Recommendations – A Future Vision for the Hong Kong Football Association

11. Implementation of the Recommendations
Timescale and Process
11.1

The extent of change recommended by the Change Agent is significant as is the level of additional resources that will be required to bring about that change.
There will need to be a formal process to achieve this involving a number of stages and stakeholders. An outline programme is set out below.


Initial ‘in-principle’ Board approval of the Develop – Deliver strategy recommendations – February 11th 2011



HKFA and stakeholder consultation period – Mid February to end March 2011



HKFA Full Membership Extraordinary General Meeting to approve a new Constitution



HKFA Board Meeting to ratify the Develop – Deliver strategy recommendations April 2011



Discussion with SAR HK Government and other funding partners regarding increased funding – April/May 2011



Develop – Deliver amended based on funding obtained and working party findings



HKFA Full Membership meeting to elect a new Board June/July 2011



Inaugural new Board meeting and formal commencement of Develop – Deliver – June/July 2011

11.2

Given the iterative nature of the project and the imperative of certain issues, it may be that some of the interim recommendations are implemented in advance of
this schedule e.g. the appointment of the new Financial Controller. An implementation plan is set out in Appendix 8.

11.3

Once Develop – Deliver has been approved, the critical thing will be to maintain momentum and to ensure that the recommendations and agreed actions take
place in a timely and coordinated manner. The new Board will need to oversee this and empower the Chief Executive and the Senior Management team (once
appointed) to get on with day to day delivery. Monitoring progress against a clear timetable and action plan will be important not only ensure that change happens
but more importantly to demonstrate to partners and stakeholders that the change is being effective and actually transforming the fortunes of football in Hong
Kong.
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Prioritising Actions
The table opposite shows each recommendation and
priorities the actions in terms of how critical and urgent each
recommendation is:
The criticality of the recommendations has been classified as
follows; Level 1 = Critical to the delivery of the Vision, Level 2
= Important in the Delivery of the Vision and 3 = Not Critical
to the Delivery of the Vision.
The urgency of the recommendations has been classified as
follows; Level A = Short term action required i.e. immediate.
Level B = Medium term action required i.e. within the next
twelve months and Level C = Longer term action required i.e.
within the next three to five years. The matrix combines these
two variables so that for example recommendations that are
in the A1 classification are both critical to the delivery of the
Vision and need to be started immediately. At the other end
of the scale recommendations C3 are not critical to the
delivery of the vision and no action needs to be taken in the
near future.
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Recommendation 33 – The Way Forward
That the HKFA approves all of the recommendations in Develop – Deliver and the Implementation Plan (Appendix 8)
That the HKFA consults with all stakeholders on this strategy and enters into constructive dialogue with funding partners and specifically the Government on changes to current policy.
That the HKFA regularly reviews progress against the action Plan.
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12. Summary and Conclusions
12.1

Now is a critical time for the HKFA. The organisation is acknowledged to be under-achieving. It lacks the credibility, skills and resources to lead the sport of football in Hong Kong. There is a need for transformational change if this is to be
reversed. The recommendations included in this document have been suggested to bring about a paradigm shift. Fundamental change is required across the organisation at all levels and in all areas. The table below sets out in summary what
are described as ‘Prerequisites for Success’ This table breaks down the management of the organisation down into component parts and identifies the characteristics required to be successful, how the current FA matches up to these criteria
and the actions required to improve. The scale of the task is clear.
Table 12.1 : Tasks

PREREQUISITES FOR SUCCESS

STRATEGY, FOCUS AND DIRECTION

ORGANISATIONAL CULTURE

ORGANISATIONAL STRUCTURE

CUSTOMERISING AND QUALITY

HUMAN RESOURCES

CRITICAL SUCCESS FACTORS

THE REALITY AT PRESENT

THE OUTCOME

WHAT NEEDS TO CHANGE IN THE FUTURE



Clarity of vision and direction



Uncertain direction



Lack of ‘buy-in’





Core values articulated



Agreed, resources, consistent, wellcommunicated vision and strategy

No consistency



Unmotivated team





New Constitution and Governance Plan

Uninspiring leadership





Communication of purpose

Under-achievement on and off the pitch



Effective Governance



In-effective Governance



Poor reputation



Leadership and inspiration



No unified understanding of purpose



Positive





Under-achievement



Complete overhaul of working environment



Unhealthy and ineffective working
environment

Empowering





Organisation somewhat ‘isolated’



Keen staff but uncoordinated actions

Greater planning and coordination of
resources



Lack of partnership working



Aligning activity with direction



Partnerships (internal and external)



Transcend all actions



Good working environment



Fit for purpose



‘Silo’ – based



Inability to deliver key outcomes



New organisational structure



Aligned to strategy and business plan



Hierarchical



Missed opportunities for collaborative work



Additional Human Resources in key areas



Clarity and consistency



Lack of resources in key areas



Opportunities for personal development



‘Customer’ focussed systems and
structures



System ‘antiquated’



Bureaucracy



Streamlining of processes (customer facing)





Emphasis on the wrong things



New systems and IT

Partnerships (internal and external)



Right first time, every time



Motivated, empowered staff



Insufficient resources



De-motivation





The right people doing the right jobs





Staff turnover



Opportunities for progression, training
and development limited

Involvement of staff, investment in
resources and opportunities for personal
development

Effective leadership





Inability to deliver in key areas



Clarity of purpose

No real coordination of human action



Job descriptions and CPD programme



Training and development



Remuneration and reward
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PREREQUISITES FOR SUCCESS

FINANCIAL MANAGEMENT

MARKETING AND BUSINESS
DEVELOPMENT

PERFORMANCE MANAGEMENT

CRITICAL SUCCESS FACTORS

THE REALITY AT PRESENT

THE OUTCOME

WHAT NEEDS TO CHANGE IN THE FUTURE



Agreed achievable budget



Budget not related to reality



Set up to fail





Enough revenue to make a difference



No audited accounts for three years



Realistic, agreed budget with timely and
accurate feedback

No real financial information





Higher levels of revenue

Not enough money to deliver desired
outcomes and programmes





Accurate and timely management reports

Hand to Mouth existence





Commercial Approach

Profitability



Marketing strategy linked to vision with
adequate resources for promotion and
publicity e.g. further develop website



Inability to monitor outcomes



Effective promotion





No real marketing strategy, budget or
plans

Good PR and relationships with
stakeholders



Good website



No commercial business development



Low profile and poor reputation



Reduced opportunities for sponsorship



Less ‘market share’



PR Strategy



Individual goals and targets linked to
corporate strategy



Integrated approach to marketing and
promotion



Innovation



Effective systems and procedures



Systems are cumbersome and old



Inefficiency



Timely feedback to individuals



Nothing ‘joined up’



Disjointed approach



Alignment of resources
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12.2

The table above illustrates the scale of the challenge ahead. Achieving this level and speed of change will not be easy. The first task is to approve the
recommendations, the second is to adopt and communicate them to all employees and stakeholders. The most important part however is to implement them
systematically, thoroughly and strategically. This will require a massive commitment from all concerned as well as additional financial investment.

12.3

The above analysis and indeed much of this paper may seem pessimistic. On the contrary, there are actually many positive things on which to build. There have
been recent highlights on the pitch such as the success in the East Asian Games and getting through to the knock out stages in the Asian Games. The staff
employed by the HKFA are committed and enthusiastic and actually yearning for change themselves – they are desperate for football in Hong Kong to reach its
potential. The Board includes a number of people whose knowledge, contribution, commitment and dedication cannot be questioned. The public craves success
on the pitch and is generally obsessed with football.

12.4

The media is waiting with baited breath and the Government has shown incredible commitment to sport over a long period of time. There could not be a better time
to propose, agree and implement Develop – Deliver. If everyone involved in and interested in football comes together in backing this change plan, it cannot fail.
The majority must not allow a few dissenting voices wherever they may come from to de-rail or discredit this process. There is momentum gathering which a
collective approach will build upon.

12.5

Develop – Deliver is a root and branches transformation plan. Its purpose it to ensure that the HKFA has a coherent strategy to deliver football excellence across
the whole of Hong Kong and at all levels of participant from beginner to international footballer. It is about getting the HKFA fit for purpose in the first instance and
equipping it with the skills and resources to lead the sport into a new era. Some say that the glory days of football in Hong Kong are in the past. Develop – Deliver
is about ensuring that the best is yet to come.

12.6

The importance of Develop – Deliver can not be over-stated. Football in Hong Kong is at a crossroads. In one direction lies continued decline, in the other lies
restoration and a potential return to the glory days. The pathway to glory will not be easy but the alternative is unthinkable. Hong Kong wants to be, deserves to be
and can be a strong football nation. It is not too late and the end shall justify the means. As well as considerable investment, it will take a concerted and cohesive
response not only from a rejuvenated HKFA but also from all other football stakeholders including the Government, Clubs, Players, Officials, fans and the media.
Let us not miss this change to make Hong Kong football great again. The HKFA Change Agent commends Develop – Deliver to you.
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