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Welcome to the strategy for swimming development in Hartlepool 
Swimming, along with many other sports, has played and continues to play a significant role in the lives of people in Hartlepool.  Swimming has a major impact on our health, our safety, our communities, our culture and the way in which we feel.  Swimming makes a difference to the lives of all people within the community, both young and old, and overcomes barriers leading to social exclusion.  

In Hartlepool we have a rich and varied sporting heritage.  We have a firm foundation of swimming facilities and activities, which have attracted and engaged many people from all parts of the community to participate in swimming and improve their swimming ability.  We need to continue planning for the future, so that we can gain the maximum benefit from the swimming opportunities.

This strategy shows the future direction and plans for swimming education and development programmes in the Hartlepool community.  It has been developed through a comprehensive review and development process, including review of all local, regional and national factors and consultation with all stakeholders.  It is designed to enhance the opportunity for everyone in the community to become involved in swimming, to remain involved in swimming and to develop their swimming ability to whatever level they choose.  

The full impact of swimming cannot be achieved by one organisation alone; it requires a partnership between organisations, agencies and groups from the public, commercial and voluntary sectors involved in providing swimming development opportunities in Hartlepool.  This strategy has been developed by a working group, comprising representatives from the various swimming partners the Hartlepool.  Representatives from the various swimming partners will continue to meet on a regular basis to oversee the future development of swimming activity in Hartlepool and to create joined-up swimming services – one ‘organisation’ providing one swimming development service to meet the needs of the community.

This document is not the end goal; it shows the value of swimming to the Hartlepool community, identifies a direction for swimming education and development services and clarifies what we are working to achieve now and in the future.  Working together we will translate this vision into reality - to make a real difference to the community.

1.2.
Process for creating, implementing, reviewing & enhancing this Strategy

This Strategy has been developed using a structured process, designed to ensure that it reflects the needs of the stakeholders in Hartlepool and meets the requirements of the external environment.  The process does not stop when the strategy documentation has been produced; the Strategy is implemented through tangible improvement actions and monitored, reviewed and enhanced continually.

This process is shown below:
















Summaries of the information gathered during stages 1, 2 and 3 are available in the appendices to this document.

1.3
Who owns this Strategy?

This Strategy has been designed for everyone in Hartlepool, providing direction for the community swimming development programmes.

The Strategy was originally developed by a working group, comprising representatives of organisations involved in providing swimming in Hartlepool.  The group was as follows:

· Joan Wynn – Hartlepool Borough Council Facilities Manager

· Shaun Cook - Hartlepool Swimming Club Chairman

· Andrew Powell - Hartlepool Swimming Club Head Coach & Tees Valley Sport Swim Co-ordinator

· Lara Lill - ASA Northern Region RDO

· Pat Usher - Hartlepool Borough Council Sport and Recreation Manager

· Susanne Clark - Hartlepool Borough Council Young Persons SDO

· Paul Jackson - PDM School Sports Partnership

· Craig Mitchelson - Hartlepool Borough Council Duty Manager

· Karen Hyrons – Manager, Brierton Community Sports Centre
· Andrew Pearson – Hartlepool Borough Council Sports Development Manager
· Rick Johnstone – external Swimming Consultant

· Steve Wood – external Management Consultant

A Swim Hartlepool Strategy Group (SHSG) comprising representatives of swimming organisations will be established to oversee the process of implementing, reviewing and enhancing the Strategy (as shown overleaf).

The Hartlepool Swimming Action Group (SWAG) will provide a consultation and communication link with the general public and will work to ensure a joined up swimming development service in the future.  This group comprises:

· Pat Usher – HBC Sport & Recreation Manager

· Shaun Cook – Hartlepool Swimming Club Chairman

· Andrew Powell – Tees Valley Sport Swim Co-ordinator

· Lara Lill – ASA Northern Region RDO

· Susanne Clark – HBC Young Persons SDO

· Paul Jackson – PDM School Sports Partnership

· Craig Mitchelson – HBC Duty Manager

· Karen Hyrons – Manager, Brierton Community Sports Centre

· Andrew Pearson – HBC Sports Development Manager

· Alison Middleton – Hartlepool Swim, Club & as Teachers’ Representative

· Linda Walker – Teachers’ Representative

The research and consultation exercise carried out during stages 1, 2 and 3 (see the process for creating, implementing, reviewing and enhancing the Strategy) have identified a range of data and information (i.e. data with context and perspective) relevant to the Swim Hartlepool Strategy (see appendices 1, 2, 3).  We have reviewed this information to develop our knowledge of the key themes for the Strategy.  

Based on the learning gained from the research and consultation, Hartlepool’s community swimming development programmes should:

(a) Encompass clear strategic outcomes based on local needs and linked to wider policy and strategy

(b) Pursue positive outcomes relating to physical health (particularly obesity issues) and social, emotional and mental health, 

(c) Pursue positive outcomes relating to lifelong learning and ‘sports/physical activity literacy’
(d) Pursue positive outcomes relating to water safety

(e) Seek to provide suitable ‘diversionary activities’ for young people 

(f) Encourage an increase in mass participation in swimming (bearing in mind the national target of 70% of the population participating in moderate physical activity five times a week)

(g) Work to remove barriers to participation in swimming (e.g. cost, transport, the design and condition of swimming facilities, the nature of the swimming teaching, awareness, the barriers associated with a formal lesson structure, etc)

(h) Be developed and implemented through a local partnership, involving representatives for all swimming stakeholders

(i) Be integrated and co-ordinated

(j) Provide one clear and seamless developmental pathway

(k) Be based on the ASA National Plan for Teaching Swimming

(l) Engage and excite people in the community

(m) Develop the skills of swimming instructors and coaches

(n) Develop and sustain good quality employment. which provides personal development opportunities, for Hartlepool people

(o) Recognise the significance of the voluntary and community sector and provide appropriate support

(p) Encompass a system for measuring the success of the programmes bearing in mind the identified strategic outcomes
(q) Be implemented as planned

(r) Encompass a system of continuous improvement, which incorporates use of the ASA Aquamark criteria

3.1
Vision 

(What we are working to achieve)

Vision for Hartlepool (from the Hartlepool Community Strategy)
Our vision is that Hartlepool will be a prosperous, caring, confident and outward looking community, in an attractive environment, realising its potential.

To achieve this vision we will continue the regeneration of Hartlepool.  We will therefore promote and improve the economic, social and environmental well-being of the town, taking into account the needs of future generations.


Vision for Culture in Hartlepool (from the Hartlepool Cultural Strategy)

· To create a stronger cultural identity for Hartlepool within the region

· To celebrate Hartlepool and express that local identity

· To develop a sustainable cultural economy

· Increase participation, opportunity for access and diversity

· Advocate the value of culture in meeting the expressed needs and aspirations of the community.

Vision for Swimming Development in Hartlepool




3.2
Strategic Outcomes 


(How the swimming programmes will benefit the community)

The overall Vision for Swimming Development in Hartlepool is broken down into the following outcomes, which represent what the swimming providers are trying to achieve for the Hartlepool community:

	Ref
	Outcome
	Links to wider policy & strategy

	Outcome 1
	Improved physical health through regular participation in swimming activities

People feel, and are, fitter and healthier

Regular participation in swimming can help individuals to enhance physical health, including cardio-vascular performance, energy levels, strength, mobility, co-ordination, balance, spatial awareness and sport/physical activity literacy (i.e. the ability and therefore motivation to take part in a range of sporting and physical activities).  Older people benefit significantly from swimming as it is ‘weight-less’.  This in turn helps to achieve a number of benefits, including reduced obesity, enhanced fitness for purpose, reduced ill health (coronary, cardiovascular and respiratory diseases), improved life quality, increased self confidence and a feel-good factor.  
	Hartlepool ‘Lifelong Learning and Skills’ aim

Hartlepool ‘Health and Care’ aim

Neighbourhood Renewal Strategy

Health Improvement Programme

Hartlepool BC Sport and Recreation Strategy

Heath Action Zone Action Plan

	Outcome 2
	Improved safety around water, through regular participation in swimming development activities

People are safer
Water safety is very important for people of all ages in Hartlepool.  Obviously swimming development activities develop confidence and ability to deal safely with various situations in and around water.
	Heath Action Zone Action Plan


	Ref
	Outcome
	Links to wider policy & strategy

	Outcome 3
	Enhanced social well-being through regular participation in swimming activities

People have more friends and work together more

Regular participation in swimming activities can enhance people’s social well-being, through providing the opportunity to meet and interact with a range of different people on a regular basis.  Swimming activities should be excellent social events, providing a friendly, community environment.  The increased self-confidence developed as a result of health and fitness activities will also to enhance social abilities.  The community should be involved in providing the swimming opportunities; volunteering in sport assists the development of self-esteem, social purpose, community spirit and community teamwork.
	Hartlepool Community Strategy (Aim 1)

Hartlepool ‘Lifelong Learning and Skills’ aim

Hartlepool ‘Culture and Leisure’ aim

Hartlepool Cultural Strategy

	Outcome 4
	Enhanced emotional well-being through regular participation in swimming activities 

People are happier, have more fun and feel good

Regular participation in swimming activities can assist people to develop and to achieve goals and provide the opportunity for people to recognise self-development and achievement.  An improved self image and enhanced social well-being can also help to create a general 'feel-good factor'.  Above all, swimming and swimming success is enjoyable, fun and helps you to feel good!
	Hartlepool ‘Lifelong Learning and Skills’ aim

Hartlepool ‘Health and Care’ aim


	Ref
	Outcome
	Links to wider policy & strategy

	Outcome 5
	Improved life-long learning and mental well-being through regular participation in swimming activities 

People learn more, develop more and achieve more

Regular participation in developmental swimming activities provide the opportunity for informal and formal lifelong learning for all ages and abilities relating to swimming, other sports, health and fitness and general personal development issues.  Increased involvement in swimming can enhance mental capacity through increased physical health and creating a balanced lifestyle.  Swimming provides learning opportunities for those who do not perform well in the traditional classroom environment and can contribute to better academic performance.  Swimming development activity can also develop the basic literacy for a wider range of sport and physical activity.  Swimming development provides career/work opportunities for many people.
	Hartlepool ‘Lifelong Learning and Skills’ aim

Hartlepool ‘Health and Care’ aim

	Outcome 6
	Hartlepool feels safer and is a more pleasant place to live as a result of participation in swimming, particularly amongst young people

Hartlepool is a more pleasant place to live

There are strong theoretical arguments for the potentially positive contribution sport can make to reducing the propensity to commit crime.  Sport can contribute to the reduction of anti-social behaviour, vandalism and crime, either through ‘diversion’ or via developing increased self control, self discipline, self respect, self esteem and teamwork
	Hartlepool ‘Community Safety’ aim

Neighbourhood Renewal Strategy

Hartlepool BC Sport and Recreation Strategy

	Outcome 7
	Swimming creates a range of sustainable jobs for local people, providing the opportunity for work/life balance and personal development

Swimming provides a range of good jobs
Sport can have a direct economic impact through employment and can contribute positively to a local economy through income generation and attracting companies into the area
	Hartlepool Community Strategy (Aim 1)

Hartlepool BC Sport and Recreation Strategy

	Ref
	Outcome
	Links to wider policy & strategy

	Outcome 8
	Everybody in Hartlepool is given the opportunity and encouraged to be involved in swimming development activities 

No-one is left out
Swimming development can help to tackle social exclusion through working to remove barriers to participation in swimming (e.g. cost, transport, the design and condition of swimming facilities, the nature of the swimming teaching, awareness and the barriers associated with a formal lesson structure).  Through removing socio-economic barriers swimming development can help to tackle the main health inequalities.  The swimming development activities will encourage an increase in swimming participation amongst a greater number people
	Hartlepool ‘Culture and Leisure’ aim

Hartlepool Neighbourhood Renewal Strategy

Hartlepool Cultural Strategy

Hartlepool BC Community Services Service Plan

Hartlepool BC Sport and Recreation Strategy

	Outcome 9
	The identity of Hartlepool and pride in the area is enhanced through swimming

People feel good about their area

Opportunities for swimming and swimming successes can have a positive impact on the identity and profile of the area and the way in which people feel about their area.  This will lead to a range of other benefits for the community.
	Hartlepool Cultural Strategy



3.3
Swim Hartlepool Principles

(The beliefs on which on the swimming programmes are based)

To pursue the Vision and Outcomes effectively, we believe that the following enduring principles should underpin the design and development of the Hartlepool swimming programmes:

	P1
	An integrated approach

The approach to swimming in Hartlepool should be integrated, co-ordinated and joined-up, involving agencies/groups from the public sector, private sector and the voluntary sector.  Wherever people learn to swim they will receive the same standard of teaching and same development pathway

	P2
	From participation to performance

The scope of the swimming services offered should encourage and enable more people to participate more often and include opportunities for people to progress as far as they want  

	P3
	Engage and excite

The swimming activities should engage and excite people in the community

	P4
	Industry best practice 

The swimming activities should incorporate Industry recognised best practice and initiatives; those involved in providing the swimming programme should regularly learn from role models and the practices of other organisations

	P5
	High quality teachers and coaches

There needs to be a focus on developing a sustainable resource of high quality teachers and coaches

	P6
	Measurement and continuous improvement

The approach should encompass a system for measuring the impact of the programme on the community (bearing in mind the identified outcomes) and continuous improvement 

	P7
	Outcomes and implementation

The swimming development approach should focus on outcomes and implementation, rather than concepts and intentions 




3.4
Improvement Objectives


(The focus for the next three years)

In order to pursue the Strategic Outcomes and Principles the Hartlepool swimming providers will focus on the following significant improvements over the next three years.  These Objectives will be overseen by the Swim Hartlepool Strategy Group.
	Ref
	Objective
	Link to Outcome / Principle

	Ob1
	Develop an integrated Hartlepool swimming scheme

Integrate the various swimming programmes in Hartlepool into one Hartlepool swimming scheme, with a high profile and positive ‘Swim Hartlepool’ brand, which provides one comprehensive developmental pathway and a seamless service.  Communicate this concept with staff, customers and the community
	P1

	Ob2
	Implement the ASA National Plan for Teaching Swimming

Adopt, adapt and implement the ASA National Plan for Teaching Swimming (NPTS) for use in Hartlepool, creating one unified, coherent and internally consistent teaching programme and grading system for all swimmers, which can be applied in community leisure lessons, schools lessons, club sessions and sessions delivered by private providers
	P1, P2, P4

	Ob3
	Develop an approach for managing ‘Swim Hartlepool’

Establish arrangements to enable Swim Hartlepool to be managed, reviewed and improved in an integrated way, including identifying and meeting the need for one person playing a co-ordinator role 
	P1, P6

	Ob4
	Improve swimming instructor and coaching resources

Improve the number and skills of swimming teachers and instructors available to teach swimming in Hartlepool
	P3, P5

	Ob5
	Improve customer information

Improve the verbal and written information given out to customers regarding swimming opportunities in Hartlepool, in line with the new integrated service (e.g. staff at the Mill House need to be aware of the various swimming pathways)
	P1, P2


	Ref
	Objective
	Link to Outcome / Principle

	Ob6
	Engage more Hartlepool people in regular swimming

Develop new ways to engage the traditionally hard-to-reach people in the Hartlepool community in swimming activities
	All Outcomes particularly Outcome 8

	Ob7
	Encourage people to swim more often in Hartlepool

Develop new ways to encourage people to swim more often either for recreational or developmental purposes
	All Outcomes

	Ob8
	Improve measurement, review and improvement

Implement a system for measuring, reviewing and improving the swimming programmes and the way in which they are delivered 
	P6



[image: image1]
Implementation
The three year Strategic Objectives are translated into practice through medium and short term improvement projects, including:

· Management system improvements (i.e. improving the way we operate)

· Programme developments (i.e. developing the swimming service)

· External communication improvements (i.e. improving the way we communicate the services to the Hartlepool community)

These projects and related actions are documented in the Improvement Action Plan (see Section 6 for the current Plan).  The ‘Swim Hartlepool’ Strategy Group develops, reviews and enhances these improvement projects during the quarterly review meetings (as shown in the process map in the first section of this document).  The Improvement Action Plan identifies actions, responsibilities and timescales for the improvement projects.  

Individual Objectives are discussed and agreed with relevant staff; based on the Improvement Objectives and Improvement Action Plan.  Personal Development Plans are also discussed and agreed with all staff, based on the agreed Individual Objectives.
Performance Measurement

As part of the annual review process, the ‘Swim Hartlepool Strategy Group’ reviews and develops performance measures, which enable us to identify what has been achieved and predict what will be achieved, bearing in mind the Improvement Objectives and intended Outcomes.  At the same time performance targets (i.e. what we want to be achieved) are set for the performance measures where appropriate, based on current and required performance.  

Review and Improvement

The ‘Swim Hartlepool Strategy Group’ carries out the quarterly performance reviews (see process map in the first section of this document).  During these review meetings progress relating to the Improvement Objectives is analysed by:

1. Reviewing the progress relating to the Improvement Projects

2. Reviewing performance results relating to the measures in three ways: historical trends, comparisons with performance targets and comparisons with external organisations/best in class where appropriate and possible (i.e. performance benchmarking).

As a result of this review activity the Improvement Action Plan is amended and re-issued

The ‘Swim Hartlepool Strategy Group’ carries out an annual review of the relevance and effectiveness of the Strategy.  Every three years this is a fundamental review involving full situation appraisal and stakeholder consultation exercises (see appendices 1, 2 and 3 of this document).  As a result of these reviews the ‘Swim Hartlepool Strategy Group’ changes the Vision, Strategic Outcomes and Improvement Objectives as necessary to reflect the changing external and internal environment and stakeholder needs and expectations.

We have identified and agreed the following medium and short term improvement projects in order to pursue the Swim Hartlepool Improvement Objectives.  The delivery of these projects is subject to availability of funding.  Funding and other resource requirements for these projects will be discussed and agreed by the relevant stakeholders.  These discussions and future measurement and review activity will lead to amendments to these projects.

NOTE: 

Red = not started, amber = started and not completed, green = completed

	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	1

1.1

1.2

1.3

1.4
	Develop this strategic approach

Present this Strategy to key decision makers 

Agree this Strategy 

Agree this Improvement Plan

Agree the process for reviewing and updating the Strategy and Improvement Plan
	HBC Facilities Manager

External consultants

Steering Group

Key decision makers
	Officer and consultant time
	Aug 2004
	Jan 2005 
	Ob1
	Presentation to key decision makers completed and Strategy, Plan and process agreed (04/10/04)

Presentation to Head Teachers will take place after Jan 2005 




	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	2

2.1

2.2

2.3
	Establish the Swim Hartlepool Strategy Group (SHSG)
Determine representation

Set–up Group

Agree process (as per process map)
	HBC Facilities Manager

HBC Sport Development Manager
	People’s time
	Oct 2004
	Feb 2005
	Ob1/3
	


	3


	Establish a revised role for SWAG 

Establish SWAG’s role as a communication and consultation link and ensuring a joined up seamless development pathway
	HBC Sports Development Officer for Young People
	People’s time
	Sept 2004
	Feb 2005
	Ob3/5/6


	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	4

4.1

4.2

4.3

4.4

4.5


	Introduce a co-ordinator role for Swim Hartlepool 

Establish funding for an individual or individuals to co-ordinate and manage the Swim Hartlepool programme (see appendix 4)

Define the role and competencies of the role
Recruit/identify people to carry out the role

Implement the training & development programme

Develop objectives for the role based on the projects in this Improvement Plan
	SHSG

External consultants
	People’s time to plan and agree role and funding

Co-ordinator salary = approx fte £24,000 per annum plus on-costs
	Oct 2004
	June 2005
	Ob1/2/3
	Funding options analysed (October 2004)


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	5
	Develop the Swim Hartlepool Programme Outline

Develop the flowchart showing the Swim Hartlepool programme, adding specific times/venues
	Co-ordinator

SWAG
	People’s time
	June 2005
	Sept 2005
	Ob1/2/5
	

	6

6.1

6.2

6.3


	Adopt the ASA National Plan for Teaching Swimming (NPTS)
Purchase pack from ASA
Consider and organise ASA NPTS training

Adapt the NPTS to suit Hartlepool requirements (creating the ‘Swim Hartlepool Plan for Teaching Swimming’)
	Co-ordinator
All swimming teachers

SWAG

Community Sports Coach

	Cost of NPTS Pack = £80 per pack.  A number of packs will be needed.  The ASA offers discounts on multi-pack purchases

Cost of NPTS training = £200 - £600
People’s time


	June 2005
	Sept 2005
	Ob1/2
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	7

7.1

7.2


	Improve the way the swimming venues are programmed

Establish a programming team, comprising the personnel responsible for programming the various swimming venues in Hartlepool

Establish a process for meeting regularly to programme the venues in an integrated way, based on the Strategic Outcomes, ensuring the best use is made of all resources
	Co-ordinator
SWAG
Swimming venue programmers
	People’s time
	June 2005
	Sept 2005
	Ob 1/3/4
	

	8
	Implement the new lesson structure (based on the ASA National Plan for Teaching Swimming)

Amend the swimming lesson structure so that it adheres to the ‘Swim Hartlepool Plan for Teaching Swimming’
	Co-ordinator
SWAG
	People’s time
	June 2005
	Sept 2005
	Ob1/2
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	9

9.1

9.2

9.3

9.4
	Develop Swim Hartlepool brand identity

Develop a Swim Hartlepool logo

Develop a Swim Hartlepool colour scheme

Develop Swim Hartlepool publicity material

Distribute publicity material
	Co-ordinator

SHSG

SWAG

HBC marketing support
	People’s time

Cost of publicity material
	June 2005
	Dec 2005
	Ob1/5/6
	

	10


	Create venue co-ordinators

Create/institute role of venue/location co-ordinator (may be teacher or administrator) at each site where Swim Hartlepool activity takes place
	Co-ordinator

Schools

HBC Facilities Manager
	People’s time
	June 2005
	Sept 2005
	Ob3
	

	11
	Improve the customer feedback system

Improve the way customer feedback is encouraged, dealt with, recorded, acted upon and analysed; creating an integrated approach 
	Co-ordinator

SWAG
	People’s time
	June 2005
	Sept 2005
	Ob5/8
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	12


	Improve staff awareness of Swim Hartlepool

Develop and implement a training programme so that all front-line staff involved with swimming are aware of Swim Hartlepool and of the Swim Hartlepool programme (using the flowchart)
	Co-ordinator

SWAG
	People’s time
	June 2005
	Sept 2005 
	Ob1
	

	13
	Ensure the National Curriculum is met

Ensure the swimming programme fully and comprehensively covers and meets targets for all National Curriculum Key Stage requirements for swimming
	Co-ordinator

SHSG

External Swimming Consultant
	People’s time
	Oct 2004
	Sept 2005
	Ob2
	

	14
	Improve lifeguarding standards

Ensure Risk Assessments are conducted at all sites to check that required standards of lifeguarding provision are being met during sessions.  (Cf: ‘Safe Supervision’ publication)
	Venue/location co-ordinators
	People’s time
	Oct 2004
	Sept 2005
	Ob4
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	15
	Improve co-ordination of teacher education and development opportunities

Produce an annual education & development programme, to service the needs of all individuals (swimming teachers, school teachers, club helpers, lifeguards, other groups {Scouts, Guides etc}, students/older pupils) who may be involved in, or become involved in, the delivery of swim teaching in Hartlepool.  (Cf: ASA education courses, RLSS life-saving course, also; child protection, equity, special populations etc)
	Co-ordinator

SHSG

Tees Valley Sports Partnership
	People’s time

Education programme will be self-funding through fees and grants available to subsidise training.


	Sept 2005
	Dec 2005
	Ob4
	

	16
	Improve CPD in lifesaving

Provide ongoing CPD training in life saving for all staff involved in the delivery of the swimming programmes in order to meet at least minimum standards of life saving provision (Swimming Teacher’s Life Saving Award, NPLQ)
	Co-ordinator

Mill House Trainer/Assessor
	People’s time
	June 2005
	Sept 2005
	Ob4
	

	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	17
	Improve CPD for swim teachers

Provide ongoing CPD for swim teachers in order to develop teacher competencies vis-à-vis both teaching and swimming techniques and to standardise consistency and quality of delivery.  (Cf: TOPS & Schools/Club Links programmes)
	Co-ordinator
	People’s time

Cost of CPD = £250 per half-day though ASA (subsidy may be available) 
	Sept 2005
	Sept 2006
	Ob2/4
	

	18
	Improve CPD for school teachers

Provide regular & frequent CPD opportunities for school teachers (primary & secondary) involved in delivering/assisting with swim tuition, in order to develop teacher competencies vis-à-vis both teaching and swimming techniques and to standardise consistency and quality of delivery.  (Cf: TOPS & Schools/Club Links programmes)
	Co-ordinator
	People’s time

Cost of CPD as above
	Sept 2005
	Sept 2006
	Ob2/4
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	19
	Create ASA Tutors
Run ASA Tutor Training courses in order to develop a core base of tutors available to deliver ASA-recognised teacher & coach qualification courses
	Co-ordinator
	People’s time

Tutor Training courses will be self-financing
	Sept 2005
	Sept 2006
	Ob4
	

	20


	Develop teacher and coach education

Develop and run range of ASA Teacher and Coach education courses, including Levels 1 & 2 swim teaching, coach education, aquafit, diving, synchronised swimming, water polo & special needs
	Co-ordinator
	People’s time

Education courses will be self-financing
	Sept 2005
	Sept 2006
	Ob2/4
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	21
	Develop new programmes and enhance existing programmes to target specific needs in the community

Building on the free provision of under 16 year olds at Mill House, make provision to remove barriers to participation and meet specific needs (e.g. sex, race or religion-related issues)
	Co-ordinator

HBC Facilities Manager


	People’s time

If pricing is identified as a barrier to participation, ‘loss leaders’ should be considered
	June 2005
	Dec 2005
	Ob6/7
	

	22
	Develop the fitness elements of the Swim Hartlepool service 

Adopt ‘swimming for health’ principles and organise semi-structured sessions (such as lane swimming) and fully structured sessions (such as swim-fit workout and aquafit sessions)

Organise health-related sessions such as GP referral and cardio-rehab sessions
	Co-ordinator

HBC Facilities Manager


	People’s time

New sessions provide an opportunity for increased income
	June 2005
	Dec 2005
	Ob6/7
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	23
	Develop holiday swim schools

Institute an Easter or Summer School where a range of education courses (including lifesaving) can be delivered in a relatively condensed time-scale (e.g. 10-12 days).  (Cf; Blackburn ’04 Summer School model)
	Co-ordinator

Community Sports Coach
	People’s time

Self-financing and potentially profit yielding
	Sept 2005
	March 2006
	Ob6/7
	

	24
	Develop consistent pay scales

Develop an internally consistent pay scale for individuals involved in the delivery of swim tuition in Hartlepool, which adequately reflects the qualifications, experience and competence of the individuals concerned and is equivalent to rates offered elsewhere in the north-east
	Existing Community Service Department project group
	People’s time

Potential for increased staff costs
	
	Dec 2005
	Ob4
	

	25
	Develop appraisal system

Develop and implement an ongoing appraisal system for Swim Hartlepool teachers
	Co-ordinator
	People’s time
	Sept 2005
	Sept 2006
	Ob4/8
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	26
	Develop a peer review system

Develop a peer appraisal/feedback mechanism for Swim Hartlepool teachers
	Co-ordinator
	People’s time
	Sept 2005
	Sept 2006
	Ob4
	

	27
	Develop teacher team meetings

Institute teaching team ‘musters’ (i.e. collective meetings to discuss programme issues; this is not CPD)
	Co-ordinator
	People’s time
	June 2005
	Sept 2005
	Ob4
	

	28
	Develop Swim Hartlepool staff newsletter
	Co-ordinator

SWAG
	People’s time

Use of internet
	March 2006
	Sept 2006
	Ob1/4
	

	29
	Develop Swim Hartlepool customer newsletter
	SWAG
	People’s time

Printing costs
	Sept 2005
	Dec 2005
	Ob1/5/6/7
	

	30


	Develop educational resources

Develop Swim Hartlepool library of texts & videos for use/access by all staff and swim club personnel
	Co-ordinator

Swim teachers

SWAG
	People’s time

Cost to purchase resources
	Sept 2005
	Sept 2006
	Ob4
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	31
	Improve the staff feedback system

Develop staff feedback, ideas & suggestions mechanisms and improve the way good ideas, suggestions and innovations are recognised
	Co-ordinator

SWAG


	People’s time
	Dec 2005
	March 2006
	Ob4/8
	

	32
	Implement ‘Swim 21’

Achieve all ASA Swim 21 targets for the Swimming Club, facilitating progress along the ‘swimmer pathway’
	Hartlepool Swimming Club

Community Sports Coach
	People’s time
	
	Sept 2006
	Ob1/7
	

	33
	Implement ASFGB World Class Programmes

Forge links between the Swimming Club, ASFGB’s Potential World Class Programme and World Class Development Programme
	Community Sports Coach 

Hartlepool Swimming Club


	People’s time
	Sept 2005
	Sept 2006
	Ob1/7
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	34
	Develop school outreach 

Develop outreach programmes to take awareness of swimming, water safety and other aquatic activities into schools.  Cf Water safety awareness presentations 
	Co-ordinator

Beach Safety Officer
	People’s time
	
	Sept 2006
	Ob5/6/7
	

	35
	Consolidate after-school swim clubs

Consolidate after-school swim clubs/groups and strengthen the pathways leading to and from these groups
	Community Sports Coach

Co-ordinator

Venue/location co-ordinators
	People’s time
	Sept 2005
	March 2006
	Ob1/6/7
	

	36
	Improve the integration of school galas

Integrate schools’ galas into the Swim Hartlepool programme and ‘talent spot’ at galas
	Co-ordinator

SSCO

LEA


	People’s time
	Sept 2005
	Sept 2006
	Ob1
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	37
	Develop taster sessions

Run taster sessions for all appropriate programmed activities
	Co-ordinator

SWAG

Community Sports Coach
	People’s time

Loss leaders could be considered
	Sept 2005
	March 2006
	Ob6
	

	38
	Develop swim festivals

Run swim festival(s) involving all interested partner organisations
	Co-ordinator

SWAG
	People’s time

Promoting and admin costs
	March 2006
	Sept 2006
	Ob7
	

	39
	Develop grading/assessment 

Offer free grading/assessment sessions for entry into lesson/club programmes as appropriate
	Community Sports Coach

Co-ordinator

SWAG
	People’s time
	Sept 2005
	March 2006
	Ob7
	

	40
	Improve integration of private swimming providers

Encourage private swimming lesson providers to be a formal part of Swim Hartlepool and adopt Swim Hartlepool standards for their programmes 
	Co-ordinator

SHSG

SWAG
	People’s time
	March 2006
	Sept 2006
	Ob1
	


	Ref
	Project/Action
	Project Manager

Others involved
	Indicative Resource Requirement
	Start date
	Completion date
	Links to Objectives
	Achievements so far (R.A.G)

	41


	Develop a programme monitoring system

Develop system for constantly monitoring the pool programmes to ensure optimum usage of all sessions and easiest access to sessions for users
	Co-ordinator

Community Sports Coach

SWAG
	People’s time
	Sept 2005
	Dec 2005
	Ob3/8
	

	42
	Improve the performance management system

Determine appropriate performance measures, how the data will be collected and analysed and how this information will be integrated into the review and improvement process 
	Co-ordinator

SHSG

Community Sports Coach
	People’s time
	Sept 2005
	March 2006
	Ob8
	

	43
	Implement Aquamark Self Assessment 

Implement annual Aquamark Self Assessment to underpin review and improvement of the Swim Hartlepool operation
	SHSG
	SHSG time (approx 4 hours per person per year)
Aquamark Pack = £120
	March 2006
	April 2006
	Ob8
	


The current national agenda for sport and recreation

1.1 The sport and recreation industry is currently under going a major time of change and challenge, caused by a number of factors, including:

· The Government agenda for public services and local authorities

· The current Local Government Act

· The growing national health agenda and national heath trends

· Local authority financial pressure

· The growth and success of the commercial health and fitness industry

· Advancing technology

· Rapidly increasing customer expectations

1.2 The value of public sector spending and involvement in sport and recreation now has to be rigorously challenged, bearing in mind the role of providers from other sectors; the involvement of public sector has to result in tangible value for the community, which cannot be achieved through other sectors.
1.3 Central Government requires local authorities to focus resources on the present and future social, economic, environmental and well-being needs of the community.  These needs should fall within the following cross-cutting issues:
· Social inclusion

· Public health

· Environmental sustainability

· Economic regeneration

· Lifelong learning

· Public safety

1.4 Local authorities are required to develop their function of leading, supporting, enabling and bringing together organisations, agencies and groups from all sectors to create integrated, strategic services, rather than being direct providers or operators.

1.5 Public health issues have become significant and are an increasingly high priority on the Government’s agenda.  There has been growing public and media profile for these issues, particularly obesity.  A number of publications have been produced relating to health, by a number of different Government departments and national non-government organisations.  
1.6 The links between economic and social deprivation and physical health issues have been clearly demonstrated.  ‘Tackling Health Inequalities - A Programme of Action’ states: “Health inequalities are stubborn, persistent and difficult to change.  They are also widening and will continue to do so unless we do things differently.  This means addressing not only the short term consequences of avoidable ill health but also the longer-term causes”.
1.7 Two landmark documents for sport and recreation industry have recently been published:

(a) ‘The Game Plan’ 

This report has been jointly produced by the Government’s Strategy Unit and the Department of Culture, Media and Sport; it provides a cross departmental direction for future Government and public sector involvement in sport and physical activity.  

The report concludes that sport and physical activity can play a key role in achieving social, economic and health-related outcomes.  However there is limited evidence relating to many of these issues, except physical health: “The benefits of physical activity on health are clear, well-evidenced and widely accepted”.  The report states that the Government will support “a major increase in participation in sport and physical activity primarily because of the significant health benefits and to reduce the growing costs of inactivity”.  
The report recognises that there are major inequalities within communities relating to participation in sport and physical activity (the links between health issues and deprivation factors has been well researched).  Therefore work should be focussed “on the most economically disadvantaged groups and within those especially on young people, women and older people”.  There is a need to tackle all the barriers to participation (e.g. lack of time, cost, information, motivation, barriers associated with formality of lessons)

The aims for sport and physical activity in 2020 are:

· To encourage a mass participation culture (with as much emphasis on physical activity as competitive sport): one of the targets is ‘70% of the population participating in moderate exercise five times a week’.  One of the key actions will be to develop ‘sports literacy’ at a young age (the capability to participate in a range of sports and physical activity)

· To enhance international success (particularly in more popular events)

· To adopt a different approach to hosting mega sporting events
Public sector should not seek “to replicate the activities of the private or voluntary sectors”.  Public sector should intervene in the provision of sport and physical activity when:

· the positive social, economic and health outcomes are not being achieved through the commercial or voluntary sectors
· the intervention addresses inequalities of access or provision
(b) ‘Securing Good Health for the Whole Population’ 
(Wanless Report 2)
This report is the follow up to an earlier report into the future of the health service, commissioned by the Treasury, produced by Derek Wanless: former Chief Executive of the Nat West Group.  The report is particularly significant as it has wide-ranging credibility and cross-departmental support within the Government and will provide Government direction relating to public health improvements.  Sport England and ILAM have been quick to publish responses to the Wanless Report, demonstrating their full support.

In summary the report says that the National Health Service should be a ‘public health service’, rather than a ‘sickness service’.  The focus should be on the major health determinants, particularly obesity and smoking.  However the Government shouldn’t be developing and implementing a range of initiatives: it should be providing the top-level strategic direction.  Organisations from the public sector (including local authorities and the Health Service) should be working in partnership with organisations from the voluntary and private sector to provide opportunities for communities to make the necessary changes.  People need to be engaged in their own health

The report states that “the key challenge now is delivery and implementation, not further discussion”
The Game Plan and the Wanless Report state that significant improvement is needed in the measurement of the impact of public health initiatives: are the outcomes actually being achieved?

1.8 The Government is currently engaged in consultation about how to implement the public health agenda and a White Paper will follow shortly.  A cross-governmental Activity Co-ordination Team has also been established to plan and co-ordinate the delivery of physical activity in England.

1.9 Sport England is responding to the reports in a very positive way: they clearly see that their future role has to be the strategic lead for sport, partly in support of the public health agenda.  The ‘Framework for Sport’ and the nine Regional Plans for Sport support the need to increase the nation’s activity levels.  Nine Regional Sports Boards have been established, charged with providing the strategic direction for sport and steering future investment decisions (e.g. the Active England funding).  A pilot campaign is currently running in the NE region, which will help to develop the evidence base for physical activity.  Sport England is also committed to promoting joint working between local authorities and the Primary Care Trusts to increase activity levels (e.g. the 12 Sport Action Zones).

1.10 Taken together, The Game Plan and the Wanless Report are significant.  The concepts are not new: they have been much discussion surrounding them discussed and there are many pockets of existing good practice in sport, recreation and health industries.  However the reports confirm the value of sport and recreation and the role of local authority in providing sport and recreation services:

Local authorities must work in partnership with agencies from the public, private and voluntary sectors to design and develop sport and recreation services which meet national and local strategic health/well-being outcomes ….public sector intervention is justified when the outcomes are not being met and to address inequalities.

1.11 The reports also make it clear that now is the time to implement the above principles, rather than carry out further discussion and debate; the future of the public sector funding and involvement in sport and recreation is at stake here.

The Hartlepool community 

1.12 The population of Hartlepool is young and totals about 92,000.

1.13 The Index of Multiple Deprivation shows that, in four measures of disadvantage, Hartlepool is the 8th to 10th most disadvantaged district in England and Wales.  More than half of the population (55%) lives in nine wards within the most deprived 10% of wards nationally (these wards contain the Neighbourhood Renewal Strategy area)/.  Seven of the 17 wards in Hartlepool are within the 20% most deprived wards in the north-east region.  Disadvantage tends to concentrate in particular neighbourhoods, with extreme pockets, although it is quite widespread.

1.14 There are significant levels of income deprivation in the NRS area.  Half of all children living in Hartlepool live in low income householders compared to a third nationally.

1.15 Unemployment rates in Hartlepool have declined since 1993.  The proportion of unemployed suffering long-term unemployment has reduced significantly.  A much larger proportion of the population is unemployed for a short period; there appears to be increased turnover in and out of employment.  There has been a significant growth in employment in the town related to the electrical economy.  Male unemployment in the NRS area is three times female unemployment.  The ethnic communities perceive discrimination in the local jobs market.

1.16 Relatively low skills and aspirations are major issues in the NRS area.

1.17 In Hartlepool a relatively high proportion of the adult population are enrolled on adult education courses.

1.18 There has been substantial investment in the Marina and Town Centre.  The town is a popular destination for day visitors.

1.19 Standardised mortality ratios have been significantly higher than the national average and higher for women for coronary heart disease, stroke and respiratory disease.  Although death rates from circulatory diseases are declining both nationally and locally, Hartlepool continues to experience worse rates than the national average.

1.20 Hartlepool has one of the highest levels of physical inactivity in the Tees Valley area.  The NRS area has the lowest levels of physical activity in Hartlepool

1.21 The proportion of people who are obese has increased throughout the country, in all Boroughs in the Tees Valley area and particularly in Hartlepool.  The NRS area has the highest obesity levels in Hartlepool.

1.22 The proportion of the working age population not working through illness or disability is more than twice the national rate.

1.23 There is a relatively strong community and partnership working tradition in Hartlepool and a strong community identity (e.g. there are approximately 400 active community and voluntary groups, three neighbourhood forums and three major area partnerships).  However, feeling of involvement in the local community is relatively low within some parts of the NRS area.

1.24 Over two out of five Hartlepool residents feel unsafe walking in or around their local area compared to less than a third nationally.  Fear of crime has risen over the last three years.  Victims of crime are more likely to have an increased fear of crime.

1.25 The 17 to 24 age range has the highest numbers of offenders; people in this age range also stand the highest risk of being a victim of crime.

1.26 Generally disadvantaged groups (e.g. unemployed and disabled) are underrepresented in the usage profiles of the existing sports and recreation facilities.

The Hartlepool strategic context

1.27 The Hartlepool Partnership Board, comprising approximately 30 people representing the main groups in the community and chaired by the MP for Hartlepool, has been established to improve quality of life in the Borough.

1.28 Underpinning principles of the Hartlepool Partnership Board:

· Accountability

· Community involvement

· Co-ordination

· Equality and social inclusion

· Maximise opportunities

· Maximise resources

· Partnership

· Quality services and continuous improvement

· Sustainability

1.29 Vision and Goal for Hartlepool:

‘Our vision is that Hartlepool will be a prosperous, caring, confident and outward looking community, in an attractive environment, realising its potential.

To achieve this vision we will continue the regeneration of Hartlepool.  We will therefore promote and improve the economic, social and environmental well-being of the town, taking into account the needs of future generations’.

1.30 Priority aims for Hartlepool:

· Jobs and economy

· Lifelong learning and skills

· Health and care

· Community safety

· Environment and housing

· Culture and leisure

· Strengthening communities

· Neighbourhood renewal and regeneration

1.31 Developing and sustaining jobs for Hartlepool people and recognising/supporting the voluntary and community sector are key themes of the Community Strategy (Aim 1).

1.32 The Hartlepool ‘Lifelong Learning and Skills’ aim includes objectives relating to: 

· Raising expectations and promoting individual achievement, aspiration and self esteem

· Developing progression routes

· Improving the quality of teaching

· Improving access to education opportunity, promoting inclusion

· Improving information, advice and guidance to pupils, families and the community

· Improving personal, social and emotional development and health awareness

1.33 The Hartlepool ‘Health and Care’ aim includes objectives relating to:

· Reducing health inequalities in Hartlepool

· Increasing life expectancy

· Promoting healthy and active lifestyles and encouraging people to take greater responsibility for their health

· Reducing death and ill health caused by heart disease

· Reducing the death rate and the rate of serious injury from accidents

· Improving the health, emotional development and well-being of children

· Improving mental well-being

· Improving the health and well-being of older people

· Improving the well-being of people with learning disabilities

· Improving the well-being and independence of people with physical disabilities or sensory loss

1.34 Increasing physical activity and reducing obesity are key activities in the Community Strategy and the Neighbourhood Renewal Strategy relating to the Health and Care aim.

1.35 The Health Improvement Programme and Joint Investment Plans play a key role in bringing together the key public health agencies in Hartlepool to plan and co-ordinate activities to improve public health.  The Hartlepool Primary Care Trust is relatively new and is a key body in delivering health/well-being goals.

1.36 The Hartlepool ‘Culture and Leisure’ aim includes objectives relating to promoting greater community involvement in and wider access to leisure activities.

1.37 The Hartlepool ‘Community Safety’ aim and the Neighbourhood Renewal Strategy include providing an increased range of accessible diversionary activities for young people to help reduce anti-social behaviour and the fear of crime.

1.38 The Hartlepool Neighbourhood Renewal Strategy identifies a number of common priorities relating to ‘special needs’ and hard to reach groups in the community:

· Improving access to services, information advice and guidance, facilities and buildings

· Ensuring affordability of services, activities, transport, childcare and other forms of care and support

· Raising awareness of different needs, different cultures, different languages, knowledge and experience, other key barriers

· Developing support structures to increase confidence, provide ‘a voice’, promote advocacy and reduce isolation from the mainstream.

1.39 The Hartlepool Cultural Strategy has five aims:

· To create a stronger cultural identity for Hartlepool within the region

· To celebrate Hartlepool and express that local identity

· To develop a sustainable cultural economy

· Increase participation, opportunity for access and diversity

· Advocate the value of culture in meeting the expressed needs and aspirations of the community.

1.40 The Hartlepool Cultural Strategy includes the following relevant Actions:

· Improve publicity and promotion and raise awareness of the cultural offer within Hartlepool

· Support the Tees Valley Project ‘Excellence in and through Sport’

· Review opening times, pricing policies and concessionary access to Hartlepool Borough Council facilities

· Introduction of the Leisure Card within sports facilities

· Implement the Diversity Action Plan

· Support the implementation of the Disability Discrimination Act to maximise access to services and premises for disabled people, their carers/partners

· Work in co-operation and provide support to the voluntary and community sector to develop, deliver and sustain cultural pursuits

· Implement the Sports and Recreation Strategy to develop sport participation

· Raise the profile of culture in School Improvement Plans

· Encourage schools and colleges to maximise the cultural offer to meet local needs and maximise effective use of resources

1.41 The Hartlepool BC Sport and Recreation Strategy (2000-2005) identifies the following strategic objectives for sport and recreation in Hartlepool, sitting within the cross-cutting strategic priorities of social inclusion, public health, environmental issues, economic regeneration and young people:

· To identify and seek to remove barriers to participation for local clubs and individuals in Hartlepool

· To improve awareness of sporting and recreational opportunities to all communities in the Borough

· To move towards long-term, sustainable sports development initiatives in Hartlepool, particularly in deprived communities

· To improve awareness of the health benefits of regular exercise

· To widen community knowledge of, and access to, sporting and recreational opportunities

· To improve and extend a partnership approach to the delivery of healthy lifestyle initiatives

· To recognise, protect and improve the existing framework of sporting and recreational facilities

· To devote an adequate level of resources to maintaining and improving these facilities

· To reduce the energy consumption currently being expended in the Council’s swimming pools and sports halls

· To promote the value of sport and its contribution towards economic regeneration

· To attract investment into sport an recreation facilities in Hartlepool and encourage local employment in the provision of services

· To strengthen and develop partnership working

· To increase the profile of sport and recreation amongst young people

· To provide a framework or greater involvement of young people in the decision-making process

· To strengthen pathways and opportunities for young people to participate in sport and recreation 

1.42 The Heath Action Zone Action Plan for Hartlepool includes a range of projects relating to the following public health objectives:

· Mental well-being

· Accidents

· Teenage pregnancy

· Smoking

· Active lifestyle and healthy eating

1.43 The Hartlepool Council Community Services Departmental Service Plan for 2003/4 includes the following specific objectives relating to sport and recreation:

· Raise attendance and participation levels in sport

· Raise satisfaction levels in sports and leisure facilities to 50%

· Improve accessibility, tracking and availability of sports facilities to users

National swimming initiatives

The ASA National Plan for Teaching Swimming (NPTS)

1.44 The NPTS is the Amateur Swimming Association’s teaching scheme, covering different stages (levels) of swimming tuition activity for children from parents with children to pre-competitive levels.  The NPTS is underpinned by best current educational theory and methodology, lending structure and progression whilst offering practical guidance for a full syllabus of aquatic activities.  The NPTS is the currently recommended model for swim tuition programmes.

The ASA Teacher & Coach Education Programme

1.45 The ASA Teacher and Coach Education programme includes courses at various levels: ASA Club Helper, ASA Level 1 Certificate for Teaching, ASA Lane Coach, ASA Level 2 Certificate for Teaching, ASA Club Coach Certificate and ASA Coach Certificate.  Through provision of such courses Hartlepool’s aquatic professionals can be trained to the highest levels.

The ASA Tutor Training Programme

1.46 By training tutors to a level where they are qualified to deliver the previously mentioned courses (and those listed immediately below), a ready supply of qualified personnel (at all levels) can be established.

ASA training courses for primary school teachers

1.47 The ASA run various training courses covering National Curriculum swimming requirements, including The ASA National Curriculum Training Programme, The ASA Primary School Teacher Certificate for Teaching Swimming, modules 1 & 2, ASA Introduction to Top Sport Swimming and The National Curriculum, and The ASA Helpers Courses for Adults Other Than Teachers (AOTTs).  These courses make provision for the training of schoolteachers and AOTTs to a basic level, where they can exert a positive influence on the desired outcomes of a swimming lesson.

The ASA School-Club Links Strategy

1.48 Swimming is one of seven sports included in the Government’s Physical Education, School Sport and Club Links (PESSCL) Strategy.  A variety of opportunities are available via this programme, including training such as the TOP Sport Courses for Primary Teachers, as well as creating a training link directly between school swimming teachers and primary teachers who attend school swimming lessons.  Accessing both the training and funding available to facilitate these courses will further enhance the training capability of Swim Hartlepool.

Continuing Professional Development (CPD) schemes

1.49 The ASA has adopted the principles and practice of continuing professional development via ASA accredited CPD seminars.

Aquamark

1.50 Aquamark is the ASA’S continuous improvement initiative for learn-to-swim schemes, developed by the swimming industry.  It encourages organisations to carry out structured, systematic and cyclical self-assessment and improvement planning against industry recognised criteria.  Aquamark also provides the opportunity for an optional nationally recognised assessment and certification and identifies and celebrates best practice and role models.  

The ASA Swim 21 programme

1.51 Already adopted by Hartlepool ASC, Swim 21 is national governing body scheme for accreditation of swimming clubs throughout the UK.  The programme incorporates principles from the initiatives shown below.

Long Term Athlete Development (LTAD)
1.52 LTAD is about achieving optimal training, competition and recovery throughout an athlete’s career, particularly in relation to the important growth and development years of young people.

The British Swimming Federation’s World Class Performance, Potential and Start programmes  

1.53 These cover the upper echelons of competitive swimming, from national standard right through to world-class performance.

The National Swimming Charter 

1.54 The DfES and the Department for Culture, Media and Sport have developed a national strategy for PE, with swimming identified as one of seven focus sports.  Specifically the aim is to ensure that 75% of 5-16 year olds spend a minimum of two hours per week of high quality PE and school sport.  Swimming plays a significant part in this strategy.  As a consequence of this strategy, the DfES has drawn-up a Swimming Charter, which highlights current best practice within swimming teaching.  

Methodology

2.1. Rick Johnstone (external Swimming Consultant) carried out comprehensive stakeholder consultation relating to the future of swimming in Hartlepool during April. May and June 2004.  This consultation took the form of face-to-face interviews with key people representing the Education Department, primary schools, secondary schools, the regional ASA, swimming teachers, Hartlepool Council sport and leisure, the Mill House Leisure Centre and Hartlepool ASC.

2.2. This consultation was supplemented by discussions with the representatives from the key stakeholder groups during the strategy Working Group meetings.

2.3. The purpose of these consultation exercises is to:

· Identify the needs, wants, expectations and perceptions of stakeholders

· Communicate and discuss the role of the strategy and some of the key themes of the future direction of swimming in Hartlepool

· Discuss and amend key aspects of the strategy

2.4. The key stakeholder needs, wants, expectations and perceptions are summarised below:

Summary of stakeholder needs, wants, expectations and perceptions


Education Department

2.5. There is a need to identify the best distribution of lessons in order to achieve the best outcomes (e.g. blocked sessions with longer lessons rather than distributed sessions with shorter lessons).  The section on Review of Internal Environment covers this issue in more detail.

2.6. There should be different/increased time allocation of lessons for schools with a greater number of less-experienced swimmers.

2.7. The role and qualifications of AOTTs (parental helpers) need to be developed further.

2.8. The role, training and qualification of school teachers taking swimming lessons need to be developed further.

2.9. Provision of outside school clubs, lessons and activities needs to be considered.

2.10. There is a need for a central swimming co-ordinator for Hartlepool.

2.11. Swimming lesson delivery is not always up to standard.  The basic core competencies of the swimming teachers need to be established and managed.

2.12. There are few teachers available to cover swimming lessons.  The teaching resource needs to be developed.

2.13. Many of the pools are not in a very good condition and some are nearing the end of their life.  The Building Schools for the Future policy may mean that as new schools are built existing pools may not be replaced.  All existing secondary schools will be replaced by 2012.

2.14. There is currently a lack of common identifiable policy and strategy and programme for everyone to follow.

2.15. There is currently very little time available in the pool for each lesson (20 minutes or less).  There is very little contact time.

2.16. The value for money could be better.

2.17. The transport issues need to be resolved.

Primary schools

2.18. The swimming teachers are of a variable quality.  The teaching is sometimes inappropriate for the identified swimming ability levels.

2.19. Some of the swimming teachers are not very reliable.  There is currently limited cover for the teachers.  The replacement teachers do not know the children’s stage of progress. 

2.20. The swimming sessions are too brief.  

2.21. The children are grouped in an arbitrary way for the swimming lessons

2.22. The children spend too much time on the pool side. When in the water the children do not swim enough.

2.23. The swimming pools are unreliable.

Secondary Schools

2.24. The good swimmers from the secondary school programmes go outside Hartlepool to train (20 – 30 from High Tunstall in the past year). 

2.25. Some people are not happy that Hartlepool ASC has withdrawn from the Diddy Leagues.

2.26. Swimming teachers need further training and development.  There should be a rolling programme of CPD and teacher training.

2.27. Secondary school swimming teachers feel supported by their host PE departments.

2.28. Schools gala organisation needs to be improved.

2.29. The ASA NPTS should be standard for all swimming programmes.

2.30. Schemes of Work should be used for all swimming programmes. 

2.31. There should be a standardised grading system for swimming development in Hartlepool.

2.32. There should be a swimming co-ordinator for Hartlepool swimming programmes.

2.33. Individual schools decide who swims when and how often; this can create inconsistency in swimming delivery, standards and outcomes.

2.34. More galas and swim festivals are needed

2.35. There is a general support for one co-ordinated swimming scheme for Hartlepool.

Paul Jackson (PDM School Sports Partnership)

2.36. CPD for AOTTS is very important.

2.37. There should be one unified written programme and grading system for all swimming providers in Hartlepool.  

Lara Lill (ASA Northern Region RDO) 
2.38. The links and pathways between the different strands of the swimming provision should be consolidated (e.g. schools, Mill House, swimming club, after-school clubs).

2.39. PESSEL funding can be used to fund schools/clubs courses (including TOP Sport courses)

2.40. There is a great training opportunity for swimming teachers in the area, supported by the ASA.

Swimming Teachers

2.41. The condition of the swimming pools needs to be improved.

2.42. CPD should be provided for swimming teachers.

2.43. Swimming groups can be large (30-35 swimmers).  The accompanying teachers are not qualified.

2.44. Primary school teachers should have teaching cards (TOP Sport courses provide these as part of the course).

2.45. There is a desire for training provision for special needs training.

Joan Wynn (Manager, Mill House Leisure Centre)

2.46. It is vital that the swimming providers encourage and allow access for everyone to swimming.

2.47. More swimming teachers are needed.

2.48. The Mill House could be the lynch pin of the Hartlepool swimming programme.

2.49. There is a desire to expand the programme at the Mill House if the swimming teachers were available.

2.50. There is a need for a swimming teacher training programme.

2.51. There should be one common swimming programme for all swimming providers.  This could be based on the NPTS.

Andrew Powell (Head Coach Hartlepool ASA)
2.52. There is a lack of water time and land training facilities for the club.

2.53. Three international standard swimmers have left HASC in the past few years due to the above reasons.

2.54. There is need for a combined role of Swim Development Officer/Head Coach HASC.

2.55. The swimming club need 25 hours of water time per week and five hours of land training per week.

2.56. More qualified personnel are needed: levels 1, 2 and 3 ASA Teacher/Coach.

2.57. There is a need for a more fully co-ordinated effort if talent is to reach its full potential in Hartlepool.

Key themes emerging from consultation

2.58. There is support form one unified swimming programme across Hartlepool, based on the ASA NPTS.

2.59. There is support for a swimming co-ordinator role to oversee and link together the various swimming programmes.

2.60. There is a desire to improve the existing standards of swimming teaching amongst:

(a) Swimming teachers

(b) Primary school teachers who assist with swimming lessons

(c) Secondary school PE teachers

(d) AOTTs

2.61. There is a need for additional qualified swimming teaching personnel in order to create a reserve of available talent.

2.62. There is a need to establish a coherent development pathway from beginner to competition linking all the separate strands.

Swimming provision

3.1. Swimming is well provided for in Hartlepool through a number of different providers.  The principal four main providers are Hartlepool Borough Council Community Services, the Education Department, individual secondary schools and the swimming club.

3.2. Hartlepool Borough Council Community Services runs both public swimming sessions and evening and weekend learn-to-swim classes at The Mill House Leisure Centre.  Various other activities also take place such as aquafit, sub-aqua, swim-fit and lane swimming sessions.  The Leisure Centre currently offers 6.5 hours of swimming lessons, with 2.5 hours on Thursday evenings and 2 hours on Saturday and Sunday mornings.  Teaching hours are covered by the Centre’s lifeguards, whose teaching work is integrated into their shifts or takes place during their time off.  
3.3. The Centre has also earlier this year hosted a course leading to the ASA Level 2 Teachers award.  12 candidates enrolled on the course, of which five successfully completed and gained the qualification, including three of Mill House’s current teachers.  One new teacher joined the Mill House teaching team as a consequence of successfully completing and passing the course.  

3.4. Free public swimming for children aged under 16 years old is currently offered seven days-a-week at the Mill House and will continue until at least the end of March 2005.  Initial research has indicated that this initiative has significantly increased the number of under 16 year olds using the pool and the frequency of use.
3.5. Hartlepool Swimming Club operates principally from the Mill House Leisure Centre, with sessions taking place during both evenings and at weekends.  The Club does utilise other schools pools in the borough.
3.6. None of the school pools or ‘stand alone’ education pools currently offer public swimming sessions: Mill House is the only location where this is offered.
3.7. Other than the Mill House Leisure Centre, there are currently eight other pools used for the delivery of swim education and other structured swim activity.  Of these, one (St Hilds) is closing down in July due to a school re-build, which does not include a new pool.  Another, the Rossmere ‘stand alone’ (not attached to a school) pool, is currently closed due to problems with the chemical balance of the water, and it is unclear whether this pool will re-open.  At the time of writing, Brinkburn pool is also closed after suffering an arson attack.  Therefore, there are currently five pools operating.

3.8. Brierton Community Leisure Centre (utilising the Brierton school pool) is currently the main single provider of evening and weekend public swimming lessons.  Employing five swimming teachers, who between them teach approximately 350 children per week, the Brierton programme runs each weekday evening and Saturday morning, utilising 22 hours of pool time.  There are currently 80 names on a predominantly beginners-based waiting list and approximately 50 spaces in the programme.   

Teaching observed

3.9. The standard of tuition observed was generally above (the) average (observed by this commentator).  Teachers seemed involved and children engaged in their learning.  Particularly impressive were the interactive learning-type sessions where the pupils were engaged in observing and determining outcomes and where understanding was a key focus for the learning experience.  

3.10. In only a couple of instances were the somewhat dated rote-learning type approaches (whereby teachers somewhat mechanically follow a routine of practices designed to achieve swimming outcomes, rather than structure a learning environment focussed on children achieving appropriate {to them} outcomes) observed. 
3.11. In all but one case, activity levels were reasonably high (it is true that swimmers learn to swim by swimming).  Therefore one-at-a-time type activities should be discouraged and teachers should aim to optimise activity levels (maximise the actual swimming that can be performed in a reasonably competent manner, thus ensuring quality of performance; if swimmers merely maximise swimming/activity, fatigue will quickly set-in and performance will deteriorate to a point where bad habits are being continually reinforced through the act of swimming badly).
3.12. In the primary schools lessons observed, the extent of the accompanying teacher’s involvement was again variable:

· Taking independent responsibility for a group of swimmers 

· Guiding a group according to a pre-set schedule prepared by the swim teacher

· Supporting via reinforcement the swim teacher’s work

· Dealing with one or two swimmers with special requirements (i.e. very nervous)

· No involvement at all.  

For the sessions observed, the balance between teachers who were in some way involved and those who had no involvement in the actual lesson process at all was probably 50/50.  

3.13. None of the assisting teachers had any swim teaching qualifications and the majority had not current (taken within the past two years) life-saving qualification. 

Programming of sessions

3.14. Since individual schools are responsible for negotiating their own pool time with either the host secondary school (in the case of pools attached to schools) or the Education Dept (in the case of ‘stand alone’ pools), a variety of individual school usage profiles currently operate.  

3.15. Factors taken into account by schools when considering use of pools/time allocation for swimming include issues such as pool availability (each pool is also used by other schools and the school-linked pools are utilised, as one might expect, fairly extensively by the host secondary school), the mode of transportation required to travel to the nearest pool (some schools are within walking distance, while others require transport; this also raises issues of total time required and cost) and costs levied for the provision of swimming.

3.16. The Mill House management team programme the swimming lessons based on available swimming teachers and available pool time bearing in mind the demand for casual swimming.  There is currently no school swimming at the Mill House.

Who swims and how often?

3.17. Again, the answers to these questions are varied, since each school is responsible for deciding who should swim and what the frequency of the lessons should be.  Therefore some schools take the view that the younger pupils should be given priority, whilst others prioritise older pupils.  Some strive to achieve two full terms of swimming per academic year for pupils, while others offer as little as one half-term per pupil (it will obviously be the case that the schools offering two full terms of swimming either send fewer pupils swimming per year or that they have access to more water time than the schools that send pupils for one half-term).  

3.18. Generally speaking, in strictly swimming terms, there are four important variables which should be taken into account by those responsible for organising schools swimming sessions:

(a) Frequency/distribution of sessions

The usual choice facing providers is between extended-type and intensive-type sessions.  Intensive sessions are very successful in terms of achieving quick results with lower-level early stages skills (i.e. at beginner levels).  They are also successful for work at progressively advanced levels; however, the more complex the skill being learnt, the more consolidation the skill will need.  Therefore reasonably capable swimmers may also benefit from a more distributed (i.e. week-to-week) series of lessons.  If only one of these types were an option and overall success, particularly in meeting the basic requirements of the National Curriculum Key Stages, was the target, then the condensed intensive-type course would be the preferred delivery format.

(b) Number of sessions in any cycle (per child)

It will probably take a swimmer somewhere between one and three years of more-or-less continuous weekly swimming activity to reach Key Stage 2 target levels.  Of course some exceptional talents will achieve these targets sooner than this.  Conversely a few children will take even longer to ascend to this level of competence.  Children’s extracurricular swimming activities, whether via private-type further tuition or just through public swim (and fun!) sessions, will also influence the timeline on this continuum.  Whilst ideally every child would swim every week (or every day?) until at least reaching the target levels of competence (KS 1 & 2), economic realities usually impinge on this construct, necessitating a less-than ideal actuality.  

The previously stated considerations and variables notwithstanding, there will be more and less-desirable swim activity schedules available.  The least-desirable schedule would be the half-term attendance pattern.  The reason for this is simply that seven lessons (the maximum available in a half-term cycle) is simply not enough time for the necessary skills learning and absorption to take place.  The reinforcement and consolidation of skills practice, which needs to occur in order for a skill or technique to be considered ‘learnt’, involves more activity than can be achieved in so short a time.

A minimum of one term of swim lessons should be the target, though obviously more is better.  Even if ‘intensive’ courses were to be adopted, the number of sessions needed to see real progress would probably be in the 10-15 sessions (2-3 weeks) range.

(c) Length of individual lessons

Lessons are currently scheduled to run for 30-40mins (dependent upon location).  After travelling, changing time and administrative tasks such as registration have been taken into account, the actual in-water time can be as little as 20-25mins.  Clearly there are limitations on what can be usefully achieved in such a short time and the issues of value for money and value against total time allowed for the full activity become real considerations.  There is no easy answer here.  However in terms of skill development a 45min lesson would almost certainly yield more than twice as much benefit as a 25min lesson (as long as the teacher was providing planned, focussed, structured, progressive and challenging activity for the full session).

(d) Age profile of swimmers

A range of ages was seen on the sessions observed.  For primary swimming it might be prudent to consider the benefits of prioritising the teaching of younger pupils.  There are a number of reasons why this might be a good idea and two important ones are:

i. The main objective of teaching pupils to swim must be for their own safety.  In this regard the sooner a child learns to swim the sooner they can become relatively safe around water.  Unnecessarily delaying the advent of swim tuition for children increases the potentiality for them suffering a completely unprepared-for exposure to the relative dangers presented by water.  Probably for this reason alone, it is worth targeting early-years pupils rather than older pupils.  To this end, some authorities/schools are even targeting years one and two as the prime focus group for swim tuition.

In such a circumstance, provision should still be made for older pupils who have yet to achieve the appropriate key stage targets.  Of course, the after-schools clubs and sessions (already running) could absorb and handle most of this need.

Note: It is clearly a credit to the teaching staff concerned that many of the swimmers observed were at a level considerably beyond even Key Stage 2 targets.  However this does once again beg the question of who swim provision through schools swimming should be targeted at. 

ii. Younger children often approach learning to swim with less reticence/reluctance than older children.  Certainly, learning to swim at a younger age can allow younger pupils to never really have to experience the fears that some older children experience.  Because of this, the learning process is often accelerated.

Note: One evaluator/determinant that can be applied when deciding who should swim could be the achieving of Key Stage Targets.  Clearly there is a strong argument that all children should have equal access to swim tuition.  However, one could also construct a case to say that the persistent non-swimmer should be given extra swimming, when, perhaps, the local schools swimming champions less need the schools swimming experience.  In many cases, swimming teachers do find themselves challenged as to what to do with very capable competitive-level swimmers.

After-school clubs

3.19. After-schools clubs for non-swimmers and those wishing to receive extra tuition have been established and have been very successful.  

3.20. This provision clearly helps to cover key area of need where older primary pupils may find themselves in the situation of neither having achieved their key stage attainment targets nor being fully water safe.

Pool usage and optimisation of pool time

3.21. Current usage profiles for the pools indicate that there is space available for more aquatic activity; whether that be schools swimming, private lessons, after-schools clubs, competitive training provision, swimming for special populations, aquatic specialist disciplines such as synchronised swimming and water polo, aqua-fit (& aqua-natal), structured lane swimming and fitness-type swimming, or even casual public swimming (usually the most costly and often logistically challenging in terms of staffing).

Teachers’ wages 
3.22. At this time a range of pay rates are available throughout Hartlepool, depending upon where the teacher works.  An indication of the wide variation in rates can be given by highlighting and contrasting the rates paid on one hand at The Mill House Leisure Centre (£7.53 per hour) and those paid at Brierton Community Sports Centre (£14.53 per hour).  

3.23. This variance in rates offered does result in Mill House staff migrating towards the higher-paying centre.  

Introduction

It is clear from the Improvement Objectives and Improvement Action Plan that funding the co-ordinator role will be critical to the success of the Swim Hartlepool Strategy.

This document outlines the options for funding this role and analyses the impact of the various funding options on the success of the Improvement Projects.

Funding Options

The Community Sports Coach Scheme (CSC) is a pot of funding administered through Tees Valley Sport.  This avenue would provide funding to employ a Community Sports Coach with the following aims (as described in the CSC Delivery Guidance):

1. Coach young people outside curriculum time to develop core movement and swimming skills

2. Coach at a level equivalent to FUNdamentals/Learning to Train development phases.

3. Retain swimmers offering guidance on progression opportunities.

The co-ordinator role identified in the ‘Swim Hartlepool Strategy’ has a much wider focus than the above CSC post.  The identified remit includes:
1. Management of swimming across all agencies

2. Adopting NTPS across the borough

3. Engaging people of all ages

4. Helping to train the teachers and co-ordination of lessons.

There are some fundamental differences between the two roles above and we are in danger of not being successful in funding through CSC if we digress from the guidance of the CSC scheme.

The options for funding through CSC are as follows:

1. Full Time - £12K funding and £12K match funding

2. Part Time - £2K funding from CSC and £2K or more from partners.

There are a number of options than could be explored:

1. Apply for a Full Time CSC with a remit described above – this person would contribute to the elements of the swim strategy but would have a greater focus on delivery and coaching rather than development work or co-ordination of swimming.  £12K match funding would be needed here and it is likely that only one FTE coach would be funded across Tees Valley.

2. Apply for a part time CSC @ £2K funding with match funding from Club and use further match funding from club plus HBC and Education money to employ a Part Time Aquatic Co-ordinator to work alongside the CSC.

3. As above but with one person employed part time through CSC with match funding from Hartlepool Swim Club with additional funding from HBC and Education to take on the additional role of the Aquatic Co-ordinator.

Analysis of Options

For ease of analysing and pursuing the various funding opportunities we have split the roles of the aquatic co-ordinator and the Community Sport Coach (swimming); however the roles could be carried out by the same person

The different funding options are:

Option A:
Part Time Community Coach – funded via the CSC route (Tees Valley Sport)

Option B:
Part Time Aquatic Co-ordinator only – funding from internal sources to be identified 

Option C:
Full Time (or significant part time) Community Coach plus Part Time Aquatic Co-ordinator – mixed funding

Option D:
Full Time Aquatic Co-ordinator – mixed funding to be identified

Option E:
Full Time Community Coach – Funding from the CSC Scheme (Tees Valley Sport)

Option F:
Full Time Community Coach and Full Time Aquatic Co-ordinator – Tees Valley Sport and internal funding to be identified.
We have looked at the proposed improvement project in the Improvement Plan, which would be lead or involve the co-ordinator and have provided an assessment of the likelihood of success of that action dependent upon the level of investment in personnel (funding).
	Ref
	Project/Action
	Likelihood of success (R.A.G)

	5
	Develop the Swim Hartlepool Programme Outline

Develop the flowchart showing the Swim Hartlepool programme, adding specific times/venues
	RED

A

AMBER

B C E
GREEN

D F

	6

6.1

6.2

6.3


	Adopt the ASA National Plan for Teaching Swimming

Purchase pack for ASA

Consider and organise ASA NPTS training

Adapt the NPTS to suit Hartlepool requirements (creating the ‘Swim Hartlepool Plan for Teaching Swimming’)
	RED

A

AMBER

B C E

GREEN

D F

	7
	Improve the way the swimming venues are programmed

Establish a programming team, comprising the personnel responsible for programming the various swimming venues in Hartlepool

Establish a process for meeting regularly to programme the venues in an integrated way, based on the Strategic Outcomes, ensuring the best use is made of all resources
	RED

A

AMBER

B C E

GREEN

D F

	8
	Implement the new lesson structure (based on the ASA National Plan for Teaching Swimming)

Amend the swimming lesson structure so that it adheres to the ‘Swim Hartlepool Plan for Teaching Swimming’
	RED

A

AMBER

B C E
GREEN

D F


	Ref
	Project/Action
	Likelihood of success (R.A.G)

	9

9.1

9.2

9.3

9.4
	Develop Swim Hartlepool brand identity

Develop a Swim Hartlepool logo

Develop a Swim Hartlepool colour scheme

Develop Swim Hartlepool publicity material

Distribute publicity material
	RED

A

AMBER

B C E

GREEN

D F

	10


	Create venue co-ordinators

Create/institute role of venue/location co-ordinator (may be teacher or administrator) at each site where Swim Hartlepool activity takes place.
	RED

AMBER

GREEN

ALL OPTIONS

	11
	Improve the customer feedback system 

Improve the way customer feedback is encouraged, dealt with, recorded, acted upon and analysed; create an integrated approach to dealing with customer feedback 
	RED

A E

AMBER

B C

GREEN

D F

	12


	Improve staff awareness of Swim Hartlepool

Develop and implement a training programme so that all front-line staff involved with swimming are aware of Swim Hartlepool and of the Swim Hartlepool programme (using the flowchart)
	RED

A E

AMBER

B C

GREEN

D F


	Ref
	Project/Action
	Likelihood of success (R.A.G)

	13
	Ensure the National Curriculum is met

Ensure the swimming programme fully and comprehensively covers and meets targets for all National Curriculum Key Stage requirements for swimming
	RED

A B E

AMBER

C

GREEN

D F 

	14
	Improve lifeguarding standards

Ensure Risk Assessments are conducted at all sites to check that required standards of lifeguarding provision are being met during sessions.  (Cf: ‘Safe Supervision’ publication)
	RED
AMBER
GREEN

ALL OPTIONS

	15
	Improve co-ordination of teacher education and development opportunities

Produce 1 education & development programme schedule annually, available to service the needs of all individuals (swimming teachers, school teachers, club helpers, lifeguards, other groups {Scouts, Guides etc}, students/older pupils) who may be involved in, or become involved in, the delivery of swim teaching in Hartlepool.  (Cf: ASA education courses, RLSS life-saving course, also; child protection, equity, special populations etc)
	RED

A E

AMBER

GREEN

B C D F

	16
	Improve CPD in lifesaving

Provide ongoing CPD training in life saving for all staff involved in the delivery of the swim strategy/programme in order to meet at least minimum standards of life saving provision (Swimming Teacher’s Life Saving Award, NPLQ).
	See 15


	Ref
	Project/Action
	Likelihood of success (R.A.G)

	17
	Improve CPD for swim teachers

Provide ongoing CPD training for swim teachers in order to develop teacher competencies vis-à-vis both teaching and swimming techniques and to standardise consistency and quality of delivery.  (Cf: TOPS & Schools/Club Links programmes)
	See 15

	18
	Improve CPD for school teachers

Provide regular & frequent ongoing CPD training opportunities for school teachers (primary & secondary) involved in delivering/assisting with swim tuition, in order to develop teacher competencies vis-à-vis both teaching and swimming techniques and to standardise consistency and quality of delivery.  (Cf: TOPS & Schools/Club Links programmes)
	See 15

	19
	Develop the swimming teacher resource 

Run self-financing ASA Tutor Training courses in order to develop core quality base of tutors available to deliver ASA-recognised teacher & coach qualification courses
	See 15

	20


	Develop teacher and coach education

Develop and run range of self-financing ASA Teacher and Coach education courses, including Levels 1 & 2 swim teaching, coach education, aquafit, diving, synchronised swimming, water polo & special needs
	See 15

	21
	Develop new programmes and enhance existing programmes to target specific needs in the community

Make provision where needed to remove barriers to participation and meet specific needs or requirements (e.g. sex, race or religion-related issues)
	RED

A B C E

AMBER

GREEN

D F


	Ref
	Project/Action
	Likelihood of success (R.A.G)

	22
	Develop the fitness elements of the Swim Hartlepool service 

Adopt ‘swimming for health’ principles and organise semi-structured sessions (such as lane swimming) and fully structured sessions (such as swim-fit workout and aquafit sessions)

Organise health-related sessions such as GP referral and cardio-rehab sessions
	See 21

	23
	Develop holiday swim schools

Institute an Easter or Summer School where a range of education courses (including lifesaving) can be delivered in a relatively condensed time-scale (e.g. 10-12 days).  (Cf; Blackburn ’04 Summer School model)
	See 21

	24
	Develop consistent pay scales

Develop an internally consistent pay scale for individuals involved in the delivery of swim tuition in Hartlepool, which adequately reflects the qualifications, experience and competence of the individuals concerned and is equivalent to rates offered elsewhere in the north-east
	RED

AMBER
GREEN

ALL OPTIONS

	25
	Develop appraisal system

Develop and implement an ongoing appraisal system for Swim Hartlepool teachers
	RED

A B C E

AMBER
GREEN

D F 

	26
	Develop peer review

Develop a peer appraisal/feedback mechanism for Swim Hartlepool teachers
	RED

A B C E

AMBER
GREEN

D F


	Ref
	Project/Action
	Likelihood of success (R.A.G)

	27
	Develop teacher team meetings

Institute teaching team ‘musters’ (collective meetings to discuss programme issues; this is not CPD training).
	RED

A B C E

AMBER
GREEN

D F

	28
	Develop Swim Hartlepool staff newsletter
	RED

A B C E

AMBER
GREEN

D F

	29
	Develop Swim Hartlepool customer newsletter
	RED

A B C E

AMBER

GREEN

D F

	30


	Develop educational resources

Develop Swim Hartlepool library of texts & videos for use/access by all staff and swim club personnel.
	RED

A B E

AMBER

C
GREEN

D F

	31
	Improve the staff feedback system

Develop staff feedback, ideas & suggestions mechanisms and improve the way good ideas, suggestions and innovations are recognised
	RED

A E

AMBER

B C

GREEN

D F


	Ref
	Project/Action
	Likelihood of success (R.A.G)

	32
	Implement ‘Swim 21’

Achieve all ASA Swim 21 targets for the Swimming Club, facilitating progress along the ‘swimmer pathway’.
	GREEN

ALL

	33
	Implement ASFGB World Class Programmes

Forge links between Swimming Club ASFGB’s Potential World Class Programme and World Class Development Programme
	RED

B A

AMBER

GREEN

C E F D

	34
	Develop school outreach 

Develop outreach programmes to take awareness of swimming, water safety and other aquatic activities into schools.  Cf Water safety awareness presentations
	RED

AMBER

GREEN

ALL OPTIONS

	35
	Consolidate after-school swim clubs

Consolidate after-school swim clubs/groups and strengthen the pathways leading to and from these groups.
	RED

AMBER

A B

GREEN

C D E 

	36
	Improve the integration of school galas

Integrate schools’ galas into the Swim Hartlepool programme and ‘talent spot’ at galas.
	RED

B E

AMBER

A C

GREEN

D F


	Ref
	Project/Action
	Likelihood of success (R.A.G)

	37
	Develop taster sessions

Run taster sessions for all appropriate programmed activities.
	RED

A B E

AMBER

C
GREEN

D F

	38
	Develop swim festivals

Run swim festival(s) involving all interested partner organisations.
	RED

A B E

AMBER

C
GREEN

D F

	39
	Develop free grading/assessment 

Offer free grading/assessment sessions for entry into lesson/club programmes as appropriate.
	RED

B

AMBER
GREEN

A C D E F

	40
	Improve integration of private swimming providers

Encourage private swimming lesson providers to be a formal part of Swim Hartlepool and adopt Swim Hartlepool standards for their programmes 
	RED

A B C E

AMBER
GREEN

F D

	41


	Develop programme monitoring system

Develop system for constantly monitoring the pool programmes to ensure optimum usage of all sessions and easiest access to sessions for users
	RED

A B E

AMBER

C
GREEN

D F

	Ref
	Project/Action
	Likelihood of success (R.A.G)

	42
	Improve the performance management system

Determine appropriate performance measures, how the data will be collected and analysed and how this information will be integrated into the review and improvement process 
	RED

A B E

AMBER

C
GREEN

D F

	43
	Implement Aquamark Self Assessment 

Implement annual Aquamark Self Assessment as the basis for review and improvement.
	RED

A B C E
AMBER

GREEN

D F


	Improvement Objective
	Performance Measures


	How data will be captured
	Annual Performance Target

	Ob1
	· Customer awareness of brand

· Community awareness of brand

· Staff awareness of brand
	Customer survey

Community survey

Staff survey, appraisals
	

	Ob2
	· Customer perception of lessons

· Staff perception of NPTS
	Customer survey

Staff survey, appraisals
	

	Ob3
	· Staff perception of integration
	Staff survey, appraisals
	

	Ob4
	· No of available qualified teachers/coaches

· No of Hartlepool people teaching and coaching swimming

· No of teacher/coach training courses

· No of people participating in coach education programmes

· No. of people successfully passing teaching/coaching courses

· Perception of teachers/coaches regarding job satisfaction

· Staff turnover
	Teacher/coach database

Payrolls/research

Internal records

Internal records

Internal records

Staff survey/appraisal

Internal records
	

	Ob5
	· Customer perception of information provided

· Staff perception of information available

· No of customer comments regarding information
	Customer survey

Staff survey/appraisal

Internal records
	


	Improvement Objective
	Performance Measures


	How data will be captured
	Annual Performance Target

	Ob6
	· No of people taking part in structured swimming activities

· No of people taking part in causal swimming activity

· No of new people taking part in structured swimming

· No of young people (under 16 taking part in swimming activities)

· No of sessions targeted at specific people/groups in the community
	Internal records


	

	Ob7
	· No of repeat bookings onto structured swimming lessons

· No of pupils progressing to the next swimming level

· Attrition rates in structured swimming lessons

· No of learn to swim sessions available

· No of improver sessions available
	Internal records
	


	Improvement Objective
	Performance Measures


	How data will be captured
	Annual Performance Target

	Ob8
	· % of customers very/fairly satisfied with swimming activities

· % of customers dissatisfied with swimming activities
· No of negative customer comments (written and verbal)
· No of positive customer comments (written and verbal)
· Speed of response to customer complaints
· Accident, incident and ’near miss’ rates

· No of value adding improvements to swimming programmes

· Overall revenue subsidy for swimming lessons in public sector facilities
	Customer survey

Customer survey

Customer comment records

Customer comment records

Customer comment records

Accident/incident records

Improvement action plans

Financial records
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Assessment of internal environment
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Assessment of external environment
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Stakeholder 


consultation





Stage 4


Development of 


Swim Hartlepool Strategy





Stage 5


Development of 


Improvement Action Plan 





Annual measurement, review & update of Strategy 





Full review of relevance and effectiveness of strategy every 3 years





Stage 6


Implementation of


Improvement Action Plan





Stage 7


Quarterly review and update of Improvement Action Plan 





Our vision is to provide multi-agency, integrated and seamless swimming development opportunities, which engage all people in Hartlepool, achieve significant, tangible improvement in people’s lives through enhancing physical, social, mental and emotional well-being and which develop the local identity and people’s pride in the area.





Brierton Sports Centre private swim lessons











Participate





Mill House Leisure Centre 


Beginners’ lessons





Mill House Leisure Centre public sessions 


(free for under 16 year olds)


Mill House Leisure Centre targeted public sessions








Learn to swim





School swimming lessons











Improve





Mill House Leisure Centre 


Improvers’ lessons





School swimming lessons





After school clubs








After school clubs





Hartlepool Swimming Club











Perform





Hartlepool Swimming Club








� Identifying and creating the coordinator role and appointing/allocating talented people for this role are critical to the success of the ‘Swim Hartlepool’ Strategy.  Appendix 4 discusses the various funding options.  If funding for the role cannot be found, a contingency plan will need to be implemented. 
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