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Introduction

David Elder asked me to take on strategic direction for Fencing New Zealand (FeNZ). In July 2022 I 
set out to visit every club in the country to try and understand what our community need, where we 
are today and what role they want FeNZ to play into the future.
This was a bigger job than I anticipated. We have over 30 clubs, at least 24 coaches, 5 Commissions (panels of subject matter experts) 
and 8 FeNZ officers that represent and serve 400 affiliated fencers in an estimated community of 1,200 fencers. 

It was wonderful to meet people from across our community, most of whom want the best for our people and the sport of fencing
despite the frustrations and challenges they face. I didn’t get to talk to everyone that I wanted to, and I am conscious that I need to 
hear more from directly from our fencers and their parents. There were however a number of themes that consistently came through 
and I am confident that I have learnt enough to make sound recommendations to get us started on making positive changes. 

One of the lessons I have learnt is that almost every issue I encountered is more complex and inter-connected than it first appeared. 
What this means is it is that no one person can reasonably be expected to solve our problems, but that we need to find better ways of 
listening, communicating and working together to constantly make changes over time. This is a role that FeNZ can and should play.

I was advised several times that many people have tried to make changes but without success so I should be ready to fail. Change will 
take time to show results, but with your support, I am confident there is a way forward to strong growth and a positive supportive 
culture for all our members. 

I welcome your feedback on this report and look forward to working with you in the future.

Sincerely – Stephen Peterson



Fencing in NZ at a glance

0
2
4
6
8

10
12
14
16

Qtr1 Qtr2 Qtr3 Qtr4 Qtr1 Qtr2 Qtr3 Qtr4 Qtr1 Qtr2 Qtr3 Qtr4

2020 2021 2022

Articles per Quarter published on 
Fencing NZ Website as a proxy for 

Fencing NZ event activity

Fencing population sizes

Fencing NZ is an Incorporated Society established 
to be the lead body for the sport of Fencing in New 
Zealand to promote, develop, enhance and protect 
high performance, competitive and recreational 
fencing for the general public in New Zealand

Fencing Regions administer fencing on behalf of 
Fencing New Zealand.
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Strengths 
• Passionate dedicated people 
• Deep experience and knowledge throughout the community
• Some strong and growing clubs
• Cohorts of young keen fencers with development potential
• An organizational structure that can support connection, communication and alignment 
between members and the national body
• Broad consensus on prioritising growth in our base and improving retention

Weaknesses 
• A perception that FeNZ does not deliver value to members in part caused by limited 
internal communication about what FeNZ has and plans to do. 
• Non-affiliated fencers are twice the number of affiliated fencers reducing our ability 
to obtain grants, managing the sport and communicate with our members
• Reactive rather than proactive governance and management mode
• Lack of a clear plan with buy-in from key stakeholders that aligns activities/actions 
across our community to deliver a ‘best for Fencing NZ’ approach 
• Dependency on a handful of volunteers – lack of time 
• FeNZ’s current funding model (affiliation fees and grants) limits its ability to provide 
services to members across NZ

Opportunities 
• Potential to grow fencing in NZ from 1000 up to 5000 (at 1.5 fencers per 1000)
• Opportunity to grow affiliation revenue by adding members and demonstrating value
• Our membership and competition data can be used to improve communication to members, 
visibility into clubs, training events, tours, club health and coaches
• Some easy system changes can capture operational efficiency and improve services for 
members, clubs and regions and reduce administration burden
• Coaches are stepping into the development pathway leadership vacuum. Appointing a 
Development Director to co-ordinate across coaches, officials and selectors would create 
alignment across the organization that can build on existing effort
• The Selection Policy can be changed to open up offering a broader range of competition 
formats to meet diverse needs of our fencers e.g. social interactions, team building, club to 
regional transition, regional to national transition, succeeding in poules, growth in veterans
• We have scope to increase grant funding income to support development of fencers, coaches 
and officials
• Improve confidence in FeNZ Board

Threats 
• A culture where members don’t feel respected, consulted or listened to and a 
perception that self-interest and politics drives decisions 
• Fencers don’t trust FeNZ to manage conflict and disputes in a fair and safe manner
• Poor fencer retention limits our sports ability to grow – drop off rate after 18 is 95%
• Volunteer burn out. Coach burn out. Referee burn out. Officials burn out.
• Unresolved Mid South dispute negatively impacting fencers and the broader 
community
• Lack of young members willing to step into executive roles

This is what our community told me
I’ve summarized conversations into themes within a SWOT framework



Lack of Coaches, Referees and Officials
To put fencing on a sustainable footing at we need to double (109 to 190) the number of people 
who participate as coaches, referees and officials for the current number of fencers

Current State Future State

2. We adjust the affiliation data 
for what we know about the 
number of fencers, coaches and 
referee and officials .

4. Using sustainable support ratios we can 
project the total number of people we need
in supporting roles

5. The number of people we need to recruit and train (net of 
turnover) is calculated as the difference between the project 
support roles required less the current estimate of people in those 
roles. 

3. People in support roles are over worked and 
burn out. We have estimated a reasonable 
sustainable support ratio.

1. Here’s what our 2022 
affiliation data tells us



This is what I recommend we do first
2023 – Getting the House in Order 
Create Alignment and Build Confidence

• Run a Fencing Hui with key stakeholders to discuss Big Issues, 
Governance Priorities and Development Plans over 2023/2024

• The immediate Big Issues for discussion in 2023 are
• Culture & well being of all our members
• Growth and retention – problems, solutions, actions.
• Implications for the way we operate and fund ourselves

• Review, update and implement the FeNZ Complaints procedures to 
address lack of confidence in FeNZ to manage conflict safely. Use this 
new procedure to review FeNZ position on the Mid South Complaints. 

• Roll out cultural and well being programme (as per Hui)

Enhance Organisational Capacity and Efficiency

• Adopt Board Meeting protocols to create proactive focus on governance 
matters and demonstrate FeNZ is working on issues that are important 
to members

• Create and recruit roles for:
• Admin-Operations – paid part time (to take on workload to mitigate volunteer 

burnout)
• Funding Officer – not paid (increase grant funding)
• Development Director – not paid (actively manage development pathways for 

fencers)

• Invest in IT 
• Review requirements vs. current IT systems to identify quick wins and longer 

term changes that support better levels of service and communication, 
mitigates volunteer burnout and lays the groundwork for offering services to 
regions and clubs

• Implement easy system and IT wins

• Extend planning horizon out to two years - 2024 & 2025

• Understand implications of changes in the incorporated Societies Act 
and recommend any required changes

Get started on Growth and Retention

• Affiliate all fencers (supports grants and understanding our community) 
and use the data to provide insight to and understanding of our clubs, 
fencers, volunteers and their health.

• Review the affiliation framework to support growth plans, fencer 
pathways and organisational funding for implementation in 2024

• Develop and start implementation of growth and retention plans 
for 2024 and beyond across fencers, coaches, referees and officials. 



FeNZ can create visibility into governance issues 
This is a partial list of work items – many people were frustrated about work they had done but 
that was not considered or implemented but couldn’t see where it sat in the queue



• Implement affiliation changes 
together with supporting system 
changes
• Implement growth and retention 

plans for fencers, coaches, 
referees and officials
• Identify and develop young 

members to step into FeNZ
Executive and Commission roles

Implement the plan from 2023 and plan for 2025
2024 – Growing the base and together with our organisational capacity



Growth initiatives
that needs support from the Regions from 2024
• Fencing Hui Travel Support - $10K per year

• First Hui schedule for February 25/26 in Auckland
• ~ 40 people across Commission members, Coaches, FeNZ, Regional Members, Women in 

Sport and Youth representatives.
• Saturday afternoon - Guest Speaker – Evening meal – Sunday morning working sessions
• Venue to be determined
• Travel and accommodation costs for stakeholders outside of Auckland at $500 per person

• Admin – Operations role. 
• Budget $12K per year – starting at one day per week and  ramping up over time

• IT Budget allocation $10K (scope to be determined approved)
• Growth investment will need support from Regions for additional funding over 

current affiliation fees. Regions need to be conceptually open to supporting FeNZ
from 2024 onwards.



Funding Growth Initiatives



Fencing NZ Finances
Fencing NZ’s principal income is from 
affiliation fees supplemented with 
nomination fees for fencers competing in 
overseas events and share of national 
competition profit (or losses).

Coaching courses, training camps, referee 
development and other support are funded 
from grants and participation fees that are 
largely passed through. 

Operational costs are largely fixed leaving 
FeNZ with a net profit of ~ $4K per year.  
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Account F2022 2021 2020 2019 2018 2017
Income $             66,853 $          24,640 $          32,174 $          42,221 $          59,568 $          54,325 
Cost of Services $             44,111 $            4,173 $          10,752 $          26,397 $          44,057 $          32,363 
Gross Profit $             22,742 $          20,468 $          21,423 $          15,824 $          15,510 $          21,962 
Operating 
Expense $             14,565 $          16,926 $          11,242 $          16,392 $          11,588 $            6,072 
Net Profit $               8,176 $            3,541 $          10,181 -$              568 $            3,922 $          15,891 



Operating expenses
• The single largest expense is liability and 

equipment insurance. Insurance is for the 
benefit of the Regions running tournaments 
and for damage and theft risk on 
equipment. 

• Equipment expenses are cost of GST and 
freight associated with bringing in new 
equipment that is distributed to the regions.

Operating Expense (5 year average)

Administration Expenses

Bank Fees

Depreciation

Equipment Expense

Insurance Expense

Legal Fees

Planning Conference Expenses

Sundry Expenses

Traveling Expense

Unrecoverable Athletes Uniform Expenses

Website Expense

Operating Expenses F2022 2021 2020 2019 2018 2017
Administration Expenses 1,263 1,231 1,506 3,385 786 302
Bank Fees 0 0 87 732 1,717 589
Depreciation 731 1,461 2,922 1,169 0 0
Equipment Expense 1,548 3,209 0 508 2,472 284
Insurance Expense 8,084 8,157 7,279 2,594 3,450 0
Legal Fees 0 3,855 0 0 0 0
Planning Conference Expenses 0 0 0 6,429 0 0
Sundry Expenses 422 0 0 0 867 100
Traveling Expense 3,065 (1,563) 0 1,781 1,591 4,365
Unrecoverable Athletes Uniform Expenses 0 75 0 0 1,055 964
Website Expense 478 632 1,073 490 307 0
Total Operating Expenses 15,592 17,058 12,867 17,086 12,245 6,603



Funding growth initiatives from 2024 onwards

FeNZ can support the first 
year’s investment in growth 
($18K from reserves) but 
will need the Regions to 
contribute funding from 
2024 onwards. 
Note that the modelled losses are 
overstated relative to the broader 
Fencing community as increased 
fencer numbers and participation in 
tournaments will increase tournament 
profit to regions.
For FeNZ to have confidence in this 
growth investment it needs the 
Regional leadership to be willing in 
principal to increase funding to FeNZ
(that should be supported by an 
increased number of fencers)

FeNZ P&L model of membership growth and impact of funding a 
paid Admin-Ops Resource (starting at one day per week) and travel 
support for an annual planning Hui.

Total attendees estimated at 10% of affiliated members up to a 
maximum of 80. If the Hui is in Auckland 50% of the attendees (20 
people) will have to travel. Travel support is modelled at $500 per 
travelling person. 



Supporting documents



Club engagement in 
preparation of this 
report
In preparing this report I have visited or met 
with with 14 of the 32 clubs that represent 
65% of fencers affiliated in 2022 shown in 
green in the following table (that lists clubs in 
descending order of affiliated members)

This table excludes affiliated members 
outside of NZ

Fencing clubs and their 
affiliated members



Who is Fencing NZ
Fencing NZ is an Incorporated Society established 
to be the lead body for the sport of Fencing in New 
Zealand to promote, develop, enhance and protect 
high performance, competitive and recreational 
fencing for the general public in New Zealand; that
The organization is run entirely by volunteers.
The Board is made up of Presidents from the four 
Regions, two independent Board members, a 
President and Secretary General. 
The Board is supported by 
- Commissions (subject matter experts) for 

advice and policy development
- Treasurer (non-voting)
- Regions and Officials to run tournaments
- Coaches who run training camps and support 

athlete development
- Adhoc committees e.g. for managing disputes 

and complaints



Constitutional Objectives for Fencing NZ
The objects of Fencing NZ are to 

2.1 Be the lead body for the sport of Fencing in New Zealand to promote, develop, 
enhance and protect high performance, competitive and recreational fencing for the 
general public in New Zealand; 

2.2 Be an organization which any person with an interest in fencing can be a part of and 
promote membership of Fencing NZ. 

2.3 Promote and encourage participation in fencing by individuals of all ages and 
abilities (whether as a member or otherwise) including promoting and developing 
opportunities and programmes to enable, encourage and enhance the participation, 
enjoyment and performance in fencing in New Zealand; 

2.4 Develop, co-ordinate and manage high performance programmes for the members 
of Fencing NZ; 

2.5 Promote, support, assist and build the capability of members to deliver competitive 
and recreational fencing in New Zealand; 

2.6 Act in good faith and loyalty with members to ensure the promotion and 
enhancement of fencing in New Zealand including its standards, quality and reputation 
for the collective and mutual benefit of Fencing NZ and members; 

2.7 Encourage, promote and regulate fencing as a sport and activity to be undertaken in 
a manner which upholds the principles of fair play; 

2.8 In conjunction with Regional Coordinators and clubs affiliated to the Association, 
promote fencing in New Zealand as an integral and sustainable part of sport 
participation, health promotion, and development of education, recreation, sport and 
fitness; 

2.9 Establish, promote, develop and coordinate international, national, regional and 
other fencing competitions and events; 

2.10 Encourage the development of the sport of fencing in its broadest sense; 

2.11 Make available and enforce the Rules of Fencing as enacted by FIE and adopted by 
Fencing New Zealand; 

2.12 Maintain and enhance the reputation of fencing and Fencing NZ through the 
development of rules, standards and practices that fulfill these Objects; 

2.13 Give and seek recognition for individuals to obtain awards or public recognition for 
their services to fencing and/or Fencing NZ. 

2.14 Encourage and advocate for the development of facilities for all fencers 

2.15 Advocate for all fencers and organizations who participate in fencing to promote 
the interests of all fencers and to communicate and advocate those interests to 
government and other central and local authorities and to the public; 

2.16 Be the member federation representing New Zealand on the FIE and be a member 
of and/or cooperate with other fencing bodies internationally; and 

2.17 Be the National Sporting Organisation and sole contact for international fencing 
organizations (such as the FIE and its members), central government organizations 
(such as Sport New Zealand, the Sports Tribunal and Drug Free Sport New Zealand), and 
other authorities

https://www.fencing.org.nz/resources/documents/fencing-nz-reports/7-fenz-
constitution/file



Fencing NZ has many day-to-day roles to fulfill
but needs additional capacity (paid Admin-Operations role) to become proactive and have capacity to 
improve operational efficiency

• Lead
• Set the culture for fencing in New Zealand
• Set strategic direction and focus
• Annual planning with key stakeholders
• Policy development 

• Administer
• Health and Safety
• The National events calendar
• Selections and the ranking system
• FIE licensing of international fencers
• Fencer entry and liaison for international competitions
• Managed team bookings, payments, cost recovery
• Fencing NZ Website
• Affiliation and membership system
• Accounting, invoicing, expenses reimbursement
• incorporated Society compliance requirements
• The maintenance of national policies, procedures and knowledge base

• Organises and co-ordinate
• National competitions (U17, U20, Seniors, Veterans)
• Development pathways
• National training camps
• Managers and coaches for teams sent to overseas events

• Develop
• Referees and Officials to support national competitions and meet our international contribution 

requirements
• Coaches to develop their skills and our fencers
• Fencers through development pathways to progress from regional to national to Australian to 

international level fencing

• Representation and support for 
• Athletes, Coaches and Officials through their respective Commissions
• Dispute investigation and findings
• Complaints

• Seek grant funding for 
• Scoring equipment and pistes
• Fencer, Coach and Referee Development
• Running competitions

• Pays for
• Insurance for Regions across the country
• Teams’ entry fees for international competitions
• President’s travel costs

• International liaison with 
• FIE
• Oceania
• Olympic Solidarity 
• Commonwealth Fencing Federation
• Other international fencing organisations

• Communicate
• Keep our members informed 
• Promote fencing in New Zealand on behalf of our members

• Insures risk
• Public liability
• Equipment theft and damage
• Event cover



Demographics and retention
We need to encourage more females to start and continue fencing and improve 
retention post secondary school

• The ratio of males:females is 2:1
• We lose most of our young people before the 

age of 22
• We lose more females sooner than males

• 2022 affiliation numbers are similar to 2018
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Fencing North Fencing Central Fencing Mid South Fencing South

Female

Male

Year Female Male Grand Total
2017 121 260 381
2018 126 286 412
2019 165 377 542
2020 62 150 212
2021 84 174 258
2022 138 280 418

Total Affiliations by Year

Count of affiliated Fencers by Region, Age and Gender



There is potential for 
5,500 fencers in NZ
• FeNZ has ~400 affiliated fencers
• We estimate ~1,200 people are 

fencing based on club attendance 
at ~3 x affiliated members
• Potential sport size estimated at 

1.5 people per 1,000 
• Assuming a minimum club size of 

20 the total potential sport size is 
~5,500 people
• We have room to grow existing 

clubs and for new clubs outside of 
our current geographic footprint.
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Wel lington
Hamilton
Tauranga
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Dunedin

Palmerston North
Napier

Porirua
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New Plymouth

Rotorua
Whangārei
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Masterton
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Havelock North

Fencer Potential at 1.5 per 1,000

Row Labels

Sum of 
Current 
Fencers

Sum of 
Potential 

fencers
North 651                    3,145       
Central 216                    1,259       
Mid South 240                    866           
South  69                       254           
Grand Total 1,176                5,524       

Existing Club

Existing Club

Existing Club

Existing Club

Existing Club

Existing Club
Existing Club

Current vs. Potential Fencer Numbers

Existing Club

Existing Club
Existing Club

Existing Club
Existing Club

Existing Club
Existing Club



Club affiliation North Island – Club Health



South Island and Overseas Affiliation – Club 
Health



Affiliated 
Coaches 
(all years)


