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First Tee - Greater San Antonio (FTGSA) stands at a moment of unique opportunity. With a permanent

home, passionate staff and coaches, and a strong record of serving 1,500 youth annually through life skills

programming plus 31,,000 students through school and community partnerships, we have built а
foundation for transformational impact. This three-year strategic plan charts our path to deepen that
impact through intentional and sustainable growth.

Quality-Focused Growth Approach:

First Tee seeks to increase overall participation by strengthening retention and participant tenure. Over

four months, we engaged 220+ stakeholders who confirmed that we must increase overall engagement

and retention by expanding our programming increasing program expansion while and building capacity
for sustainable growth.

We have adopted a goal to increase overall retention from 41% to 50% by 2028, with a focus on teen, since

our 14+ teen programming provides some of the highest impact opportunities to create community and

youth development.

Five Strategic Priorities

Improved facilities, stronger coaching pathways, and enhanced teen programming will improve experience

for all ages, enabling sustainable participant growth through retention and program excellence.

Specifically, over next 3 years, First Tee will:

Strengthen Participant & Coach Engagement: Launch skill-based classes, formalize junior coach
program creating teen leadership pathways, advance 75% of coaches through higher certifications,

and implement recognition programs that celebrate achievement.

Develop Facility Infrastructure & Access: Secure permanent golf course access, either through
partnerships or building a short course, install weather protection for year-round programming, and
create family gathering spaces that enhances the experience at First Tee.

Build Financial Sustainability: Diversify revenue streams to ensure long-term organization

sustainability.

Strengthen Internal Capacity & Operations: Define clear staff roles and KPIs, implement data systems
to track and measure impact, and improve technology platforms.

Enhance Community Presence and Marketing: Attract new participants, boost recognition and

awareness if First Tee while improving how First Tee's communicates their life skills value proposition.

This plan honors our commitment to accessible, high-quality youth development. It reflects stakeholder

voices and positions us to keep more youth engaged from elementary through high school. This is a
commitment to deepen our impact in Greater San Antonio, one young person at a time.
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Our Impact
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First Tee - Greater San Antonio has been a cornerstone of youth development in

our community for over 25 years, operating out of its centrally-located home on

Mulberry, with programming at several additional locations throughout Greater
San Antonio.

Over the years, we have:

Served over 430,000 young people through our life skills

programming

Established partnerships with several school & community

organizations, (i.e. SAISD, Boys & Girls Club, Kinetic Kids), reaching

33,000 students annually

Maintained our commitment to accessibility - subsidizing 70% of

programming costs and never turning away a child due to financial
need

Operate a driving range that serves both our participants, program,

and the broader community

Created a model program that outperforms our peers in key

national metrics and recognized for exceptional coaching and

transformational impact
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