STRATEGIC PLAN - 2025/2028
BUILDING FOR THE FUTURE

Background

Our previous Strategic Plan was focused on our concerns about Clarke Osborne’s
ownership and his plans for the Club. The emphasis was on how TUST might be
called upon to save the Club or relaunch it should the worst come to pass. With this
in mind it had accumulated funds of more than £70,000 in a Forever Yellow
contingency fund.

This new 3 year plan is set in very different circumstances as we find ourselves in
partnership with a Club that has been revived under the Bryn Consortium, a group of
six successful businessmen and supporters that TUST was instrumental in bringing
together. Following the successful Community Share Issue, TUST holds a 28.6%
shareholding in the Club, has two seats on the board and has secured a permanent
right of veto over any proposed changes to the Club’s name, nickname, main
colours, badge and stadium.

Whilst TUST’s aims and objectives remain the same, the context for this Plan has
changed completely. The focus now is working as a partner and part owner of the
Club in Building For The Future.

Structure of the Plan

TUST has a mission statement which it aims to achieve through five key objectives.
Each objective has a number of supporting statements. This Plan takes each of
these and adds flesh to the bones by indicating how the objectives will be delivered
or monitored. Specific actions are also shown where appropriate and these will form
the basis of an on-going Action Plan.



MISSION STATEMENT

TUST seeks to ensure the long-term sustainability of our club for the
benefit of current and future supporters and the wider community. It
promotes the highest standards of governance and inclusivity.

OBJECTIVES

1

1.1

1.2

REPRESENTING SUPPORTERS: Being the democratic and
representative voice of supporters and strengthening the bonds
between the Club and the communities which it serves.

Owners, managers, players and staff come and go, supporters and their
communities are permanent.

Whatever success they bring or future plans they may have, owners will leave
at some point. We will constantly monitor the current ownership and prepare
for any such change depending on the circumstances at the time.

Managers and players also come and go but we will not seek to have any
influence over the day to day running of team affairs.

We recognise the importance of other members of the Club’s staff, some of
whom make a significant contribution and may have been in post for long
periods. We will seek to build positive relationships with such employees and
offer support where it is appropriate to do so.

Supporters and their communities are relatively constant. There is a nucleus
of 1,500 — 2,000 supporters who will attend through good and bad times but
last season’s experience indicates a potential for the club to increase this
considerably if supporters’ feel an affinity with the Club and the team is
successful. Average league gates in the 2022/23 season were 2,422 with a
low of 1,430 and a high of 4,908. The average league attendance in the
2024/25 season was 3,865 with a low of 2,855 and a high of 5,721.

In addition, there is a significant level of away support. This is particularly due
to the number of exiled supporters who attend away games — a reflection of
the high level of migration of local people to other parts of the country, mainly
for education and employment reasons. We will seek to engage with such
exiles through regular communication and opportunities for them to meet our
board members or contribute to our activities.

We are independent from the Club and will manage any conflicts of interest.
TUST is now a significant shareholder in the Club but will always remain

independent of the Club. Whilst seeking to be supportive and constructive we
will act in accordance with TUST’s objectives as determined by our members.



1.3

1.4

1.5

Where TUST’s views differ from the Club’s our appointees on the Club board
will represent our views.

Any actual or perceived conflicts of interest will be recorded in the Register of
Interests.

We will be a critical friend of the Club and a force for change, where
appropriate.

Our Appointed Directors have the same rights and obligations as other
directors of the Club and will act accordingly.

This includes an active role in the appointment and performance monitoring of
senior staff including the team management.

We aim to be positive in our support for the Club but are prepared to be
critical where necessary, providing constructive challenge.

We will campaign, lobby and consider appropriate action to support this
objective.

We wish to work with the Club at all levels to ensure its long term
sustainability.

We want to build relationships with those involved with the Club from top to
bottom, from the owners to the junior sections and volunteers.

In this new era all parties are working towards shared objectives and the
partnership is proving productive.

There may be situations where TUST has to challenge Club decisions if they
are not considered sustainable.

We support the continued use of Plainmoor but are open to alternative
proposals providing they are sustainable.

We believe that Plainmoor is a suitable stadium for the level of football we are
likely to attain in the foreseeable future. As The Gulls’ spiritual home, we
believe that the majority of supporters wish the Club to remain there.

We strongly believe that the Council retaining the freehold of Plainmoor is
essential.

We recognise the need to maximise potential use of the Club’s facilities but do
not support the installation of an artificial playing surface.

Whilst we are committed to staying at Plainmoor, if there are any future
discussions about relocating or significantly changing the stadium we will
represent supporters’ views and interests in such considerations.



1.6

2.1

2.2

2.3

Our aim is continuous development as we build, maintain and strengthen
community bonds with the Club.

We will strive to move the Trust forward by building on existing community
initiatives, reaching out to potential new opportunities and strengthening the
dialogue between the Club and the community.

PROMOTING SUPPORTER INFLUENCE: Achieving the greatest possible
supporter and community influence in the running and ownership of the
Club.

We seek ways for supporters to become positively involved in the decisions
that are made by the owners of the Club, which now includes board
membership.

We enjoy a positive and supportive relationship with the Club and seek to
ensure that the supporters’ voice is heard.

This enables us to provide a positive influence in the running of the Club by
providing direct feedback from our members and the fan base generally.

We will aim to ensure that the ownership’s motives and long term plans are in
the best interests of the Club.

We will provide an independent view of the Club’s direction whilst
understanding that the supporters and owners may have different values and
objectives.

At the present time the parties share the same vision but we recognise that
there may be differences in the future although the Club’s Articles of
Association offer significant protection against any owner’s decisions on key
areas that conflict with supporters’ interests.

We will use surplus TUST funds to support the Club in achieving agreed
objectives, either directly or indirectly through third parties (eg: Torquay
United Community Sports Trust).

We promote regular and constructive dialogue and initiatives with
representatives of the Club and with other supporter organisations, both at
Club and national level.

We welcome the appointment of the Club’s Supporter Liaison Officer and will
work closely with him to ensure that the voice of all supporters is heard,
whether or not they are TUST members.

TUST is a member of the Football Supporters’ Association representing
supporters’ groups at all levels of the professional game. We will engage with



2.4

3.1

3.2

the FSA to gain from its knowledge and provide feedback of our own
experience

We will also maintain good working relationships with the trusts of other clubs
and provide support where such clubs are facing difficult times.

TUST was a founding member of the South West Supporters Trust Group, a
forum for the trusts of many of the regions clubs to share ideas and concerns.

We will be prepared to act if the existence of the Club is ever in jeopardy and
will do everything we can to find a way of ensuring its continued survival as a
sustainable football club.

We still see this as one of our main objectives but hope we will never need to
action it again. Many clubs at all levels have hit crises and we need to be
prepared for such a situation. While everything at the Club is positive at the
present time we will remain alert to any change in circumstances that may
affect this.

It is recognised that it is impractical and inappropriate to hold large sums of
cash on account to address such crises but we will maintain sufficient funds to
meet immediate costs if needed (the Forever Yellow Fund).

We will draw on the significant experience of the Football Supporters’
Association and its professional advisors in such circumstances.

COMMUNITY ENGAGEMENT: Promoting responsible and constructive
community engagement and encouraging the Club to do the same.

We will support the Club in becoming a successful community focused
football club.

We see engagement with the wider community as essential to the future
development and success of the Club.

We will not only seek to build strong community links and promote the Club
ourselves but encourage the Club to do the same.

We believe transparent and open communication from the Club is critical to
this objective.

We seek to develop and strengthen the relationship between the Club and the
community, both within South Devon and further afield.

We will be proactive in building the Club’s relationships with the community
including the business sector, education establishments and the wider
catchment areas.



3.3

41

4.2

We will keep supporters, communities and their representatives informed on
critical off-field issues, ensuring they are sufficiently informed to influence
decisions.

TUST is a non-political organisation.

We will, however, ensure that those with influence in local and national politics
are kept aware of issues affecting the Club and its supporters and offer advice
where we believe it is in the interests of our core objectives to do so.

We will also inform and consult our members on such matters of interest.

Where appropriate we will use our influence to represent supporters’ interests
at national and local level through campaigning and lobbying, either
independently or in conjunction with other parties such as Supporters’ trusts
or the FSA.

GOOD GOVERNANCE: Operating democratically, fairly, sustainably,
transparently and with financial responsibility and encouraging the Club
to do the same.

We promote excellence in governance to ensure the credibility of TUST.

We will follow best practice in our governance and be transparent and open to
scrutiny.

We will maintain a suite of policies setting out our procedures for achieving
this.

We will encourage good governance in all that the Club does.

We believe that good governance underpins the long-term success of any
football club. There are numerous examples of clubs at all levels which have
enjoyed short-term success but fallen foul of poor governance and
subsequently hit difficult times.

We welcome the recommendations of the Fan-Led Review and the outcomes
enshrined in the Football Governance Act 2025 including an Independent
Football Regulator.

We will hold the Club to account in this respect as we believe its reputation as
a community focused club is built on its governance.

BEING INCLUSIVE: Being a positive, inclusive and representative
organisation, open and accessible to all supporters of the Club
regardless of their age, income, location, ethnicity, gender, disability,
sexuality or religious or moral beliefs.



5.1

5.2

5.3

TUST is democratic and we're proud of that - every single member is as
valued as the next and entitled to a position of equal standing, where
collectively they vote on the trust’s direction.

We aim to be seen as the principle representative body for Torquay United
supporters with a strong identity as such.

Concerns about the previous ownership have seen membership increase
significantly since 2023 followed by a further boost from new investors in the
Community Share Issue. Membership at the end of the 2024/25 season
stood at 1,134 which represents nearly 30% of the average home attendance,
compared to an average at National League level of approximately 16%.

Our Rules set out TUST’s democratic principles and these are upheld by the
elected board.

We encourage member involvement, both formal and informal, and will
consult our members on all key strategic decisions.

The reality is that, in common with many similar organisations, only a minority
of TUST members are active participants.

From the TUST membership there is an elected Board of Directors which
holds regular meetings, minutes of which are published.

The board consists of up to ten elected members from a variety of
backgrounds who bring a complementary range of skills. This may be
supplemented by the appointment by the board of up to four co-optees with
specific experience. The board’s business is conducted in an open manner
with minutes produced in a timely fashion and published.

There will be rare occasions when, of necessity, the business of the board
needs to be confidential but we endeavour to keep these to a minimum.

We aim to further the understanding of supporters and the community as to
our purpose in order to encourage them to join us and work with us in making
our great club a successful and sustainable asset to our community.

We will use a range of methods to promote the role and performance of TUST
and to encourage membership. These will include networking with the
business community, out-reach events, social media and promotional
literature.

We will set membership fees at a level sufficient to support our objectives
whilst remaining as affordable as possible to supporters.

With the increase in membership following the events of 2024 and the
Community Share Issue, it is a primary objective to not only retain
membership but to see the number grow. A range of initiatives to achieve this
goal will be developed and rolled out.



5.4  We recognise the importance of young fans for the future of the Club and will
actively seek ways to support and involve them, directly or through initiatives
with the Club and other organisations.

Our objective of increasing membership will include initiatives to encourage
the involvement of young supporters

We will provide financial assistance for such schemes where provided by third
parties and appropriate to deliver the TUST’s objectives.

5.5  We will actively work with the Club and supporter organisations to promote
equality and inclusivity and to tackle prejudice in all its forms.

We will champion opportunities in all areas of the Club.

We will work with the Club to create an environment where players, staff and
supporters of all backgrounds feel respected and represented.

Review

This Strategic Plan will be kept under review by the board and updated on a regular
basis with significant changes of policy or direction requiring the formal approval of
the membership.

And finally, in summary;

We want long term sustainability and good governance for our football club so that
we and our successors can enjoy supporting it for generations to come. It is that
simple.



