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SCOTTISH SWIMMING 

In January, 1993 the Scottish Amateur Swimming Association 
initiated a project to review the current position of Scottish 
Swimming, relative to its position in terms of : 
- international success 
- success as a governing body 
- satisfaction level of participants and other stakeholders. 

The Steering Group set up comprised a number of members 
of the sport assisted by representatives of the Scottish Sports 
Council, and Genesis Consulting Ltd, a firm of strategic 
management consultants. 
The fmt stage of the project was to gather information on the 
current position of the sport, and to assess the particular 
strengths which could be built on in the future, and the 
deficiencies which needed to be addressed. 
In this initial phase, the Steering Group gathered information 
from other country's swimming associations and governing 
bodies of other sports to establish the competitive position of 
swimming in Scotland 
In addition over 500 people were involved in an extensive 
period of consultation with the various stakeholders in 
Scottish Swimming. They included club members, district 
officials, technical oflCicials, coaches, administrators and 
swimmers. 
The results of this investigation were published in two reports 
to the Conference initiated for 20-21 March, 1993. The 
purpose of thii note is to update the member clubs of the 
Association as to some of the key results of the initial 
research. 



COMPARISON WITH OTHER SPORTS 
AND GOVERNING BODIES 

Although total membership has remained static over recent 
years, comparison with swimming in other countries would 
indicate that significant potential exists to expand the 
membership of the sport in Scotland 
- demographic trends also offer opportunities 
- membership of 'non-swimming' disciplines has fallen in 

recent years 
Scotland's swimming rankings have fallen significantly since 
1986. Previous standards have not been met and other 
countries of comparable size and resource have out- 
performed Scotland 
The other disciplines have enjoyed limited success. They do 
not represent an important part of Swimming in Scotland. A 
clear strategy for their development is not in place. Water 
Polo , Masters and Synchronised Swimming would at least 
seem to present opportunities for future development. 
In total, Scotland has comparable facilities to other countries. 
However the 'quality' of facility in Scotland is poor in terms 
of facilities capable of sustaining specialised training or 
international events. Access to facilities is a growing problem 
Scotland is well served by 'voluntary' coaches, but is well 
behind other countries in terms of investment in full or part- 
time employed coaches at national or club level 
The SASA is increasingly dependent on a staticldeclining 
membership for funds. It has a low level of sponsorship 
compared with other countries, and receives a lkigll 
proportion of grant aid compared with many other Scottish 
sports. The SASA spends significantly lower levels of resource 
on development at grass rootslclub and district level than 
other Scottisik sporls. 
Other countries spend more on international competition 
than Scotland, but have !over spends on administration. 
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FEEDBACK FROM RESEARCWINTERVIEWS 

The key points to emerge from the interviews were : 
Scotland has been successful in producing success at junior 
level, internationally, but generally has failed to translate this 
into success at senior level. International success has been 
very moderate, especially since 1986. 
The sport has excellent numbers of volunteers and 
participants in the sport, and one of the largest grants offered 
by the Scottish Sports Council 
There are many opportunities for Swimming, caused by the 
level of basic participation and the attractiveness of 
swimming as a recreational activity. 
However, Swimming has lost its preeminent position within 
Schools sport, and as a sport Scottish Swimming has been 
singularly unsuccessful in building effective relationships with 
other partners eg Local Authorities, Education Authorities, 
Sports Council to develop the sport, especially in comparison 
with other sports. Equally there are many 'storm clouds' 
gathering in the public and private sectors. 

The SASA has failed i€s membership over recent years in 
terms of : 
- service to clubs and swimmers 
- poor relationships with other potential partners 

compared with other sports 
- responses to change in the external environment 

- management of resources 
- communication 

Development and future planning have not been on the 
agenda of Swimming in Scotland over the last decade at 
national or district level 
Clubs demand significant changes in competition structure to 
provide attractive competitions, controlled by the SASA, for 
the benefit of the participant and spectator. Equally they 
believe that the SASA should support and guide clubs more 
effectively than in the past. 
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There is significant diman% for a club structure which reflects the 
extent and level of participation of clubs in national and international 
competition 
There is strong demand for a 'National Swimming Centre' and 
improved access to other facilities 
There is chronic need for the SASA to address the 'fall-out' in the 
sport after age 12. This will involve : 
- rethinking coach education 
- education of swimmers, not pressurised competitionttraining 
- providing enjoyable, valuable pathways to the top 

The SASA spends little time building proactive relationships with 
other key areas of the sport. This results in ineffective relationships 
with 
- Schools Association 
- Local Authorities 
- Education Authorities 
- Scottish Sports Council 

Compared with many governing bodies the SASA have not taken 
advantage of opportunities to raise additional funds eg 
- Awards Schemes 
- Swim Fit 
- Sponsorship 

The SASA have failed to implement the recommendations of many 
useful project groups looking into the sport. There is little evidence 
that the recommendations of recent studies eg Young Swimmers 
Group will be implemented effectively. 
The recent or current international squad development systems do 
not seem capable of achieving international success for Scotland. 
Most people believe that there needs to be radical re-assessment of the 
international development systems. There is too much conflict 
between individuals with particular interests. 
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There is the urgent need for radical consideration of the club 
and competition structure in Scotland to 
- focus on the development and retention of swimmers 
- attract spectators and sponsors to events which are now 

unattractive to those involved 
Coaches are valued, but not universally regarded in terms of 
their general levels of performance. This is at three levels : 
- basic technique coaching 
- international swimmers 
- coach education, sports medicine. 

Leadership is generally missing in the sport. This is less a 
reflection of individual performance, but more of the 
structure and management of the sport. Confrontation and 
conflict dominate over positive, proactive relationships and 
harmony 
The Districts perform a communicating rather than 
development role in the sport. This medium of 
communication is less than valued by the membership, 
preferring more direct contact with the governing body 
There is no strategy or development plan in pIace for the 
sport. As a sport, Swimming has lost any competitive 
advantage it had, and failed to recognise and adjust to a 
number of threats which have affected the performance of the 
sport 
Despite investment in permanent staff there has been little 
improvement in key performance measures for the sport eg 
- growth in numbers 
- international or individual success 
- growth in resources 
- grass roots development 

The possibilities of anyone - volunteer or paid employee - 
carrying out the duties of the General Secretary are remote. 
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FEEDBACK FROM RESEARCH (CONT) 

The structure and constitution of Scottish Swimming 
perpetuates the past, rather than energising the sport for the 
future. The current Committee and Discipline structure 
creates many barriers to progress 
The disciplines other than Swimming are not a happy group 
of people. They feel they are not regarded and poorly funded. 
Equally those involved in Swimming feel Water Polo in 
particular receive more than their fair share of resources. 
Most people see the need for a Federal approach to the 
development of disciplines within Swimming, with an 
approach to development based on relative size and 
contribution from participants. 
The administrative function of the sport performs poorly, is 
isolated and unloved. Staff are not well managed and 
developed in comparison with other sports. It is unlikely that 
anyone could succeed as an employee of Scottish Swimming 
with its current structure and management processes 
The finances of the SASA are on a par with other governing 
bodies. There has been significant improvement in many 
areas of financial management, but the future is not secure. 
The basic accounting systems are adequate, but require 
development to realise the latent value in the resource 
The current level of per capita contribution from members is 
unlikely to allow effective development of the sport in the 
future. The SASA is much more dependant on the Scottish 
Sports Council than many other governing bodies in 
Scotland. Future funds will need to come from other sources, 
and the sport is not organised to exploit these sources. The 
recent loss of Esso sponsorship will have significant impact on 
the potential for future development. The ASA can show the 
SASA examples of where resources can be increased. A 
number of sectors of the sport seem to reject opportunities 
currently exploited by the ASA eg awards scheme, Swim Fit. 
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THE NEXT STEPS 

At the Conference on 20-21 March, 1993 these findings will be 
debated, confirmed or modified to establish a common and 
agreed understanding of the position of the sport 
A number of options for the future development of the sport 
will be considered and hopefully a basic direction for the 
sport agreed. The direction will include : 
- priority for resource allocation 
- performance objectives 
- structure 
- staffing 
- management style 
- relationship with others eg local authorities. 

Following that, the recommended 'Vision' will be 
communicated to Clubs, either through a Forum or an Extra- 
Ordinary General Meeting. This will seek the agreement and 
endorsement of the future direction. 
Following that the Steering Group will develop strategies and 
plans to complete the Development Plan for the Sport. This 
will be presented to the Scottish Sports Council. A number of 
projects and programmes will emerge, as well as a new 
structure and staffing for the sport. A number of Project 
Groups will be established to implement the new direction. In 
addition there may be the need to agree a temporary 
structure and 'constitution' for an interim period, to enable 
the development of the sport. 

We hope this has been of interest to you. 

Ian Mason Alistair Gray 
Chairman : Steering Group Consultant to the Steering Group 


