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The Brief
• Sporting People were commissioned by Swim England West Midlands to undertake a Club Culture 

Insight Project. 

• The project was to explore the identification of the human factors (coach behaviours, parent 
voice, young people's voice, committee management) that impact experience of swimming in the 
West Midlands and define club cultures.

• The project also explored how clubs employed holistic development principles, and the extent to 
which the British Swimming Optimal Athlete Development Framework (OADF) was influence 
talent development activities.

• The aim of the project was to use insight to guide direction on future work nationally and 
regionally in the areas of club culture, welfare, safeguarding & performance planning.
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Our Report Wil l…
1. Summarise the cultural aspects in clubs and talent pathways that Swim England West Midlands are 

keen to understand from the perspective of young person, parent, coach and committee leader.

2. Summarise findings from Survey, Focus Groups and Club Visits.

3. Provide critical analysis of findings against the project brief.

4. Summarise key discussion themes from the research and conclude with actionable 
recommendations for development club culture and talent pathways in the West Midlands.

Upon finalising this report with Swim England West Midlands and Swim England, we have produced:

• A final report in PDF form.

• A final presentation on the 28.04.2023.
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Project Overview
Stage 1: Inception & 

Confirmation of Brief
4th of November – 7th

December 2022

Stage 2: Stakeholder 
Mapping

1st of December 
2022– 13th of January 

2023

Stage 3: Data 
Collection Part I 

(Survey)
12th of December – 3rd

of February 2023

Stage 4:
Data Collection Part II 

(Focus Groups)
3rd of January – 24th of 

March 2023

Stage 5: Assimilation & 
Final Report

27th of March – 28th
of April 2023

Who are we hearing from? 
Why? How?

• Define the Stakeholder Map.
• Agree stakeholder comms plan.

Outputs:
• Completed Stakeholder Map.
• Agreed comms plan with 

specific responsibilities 
highlighted.

Collecting rich qualitative 
insight (rooted in quantitative 

insight).

• Recruit to Focus Groups.
• Design Focus Group questions 

based on quantitative data.
• Focus Group Delivery
• Analysis of Focus Groups.

Outputs:
• Focus Group Delivery.
• Assimilated Focus Group 

Analysis.
• Focus Group Findings Section of 

Report Written Up.
• ‘Vison Day’ with Core Steering 

Group.

Refining the problem and 
agreeing the project scope.

Project Governance:
• Confirming Project Scope.
• Confirming Roles & 

Responsibilities (Regional & 
National Teams).

• Documenting ‘assumptions’.
• Building the Logic Model to test 

these.
• Confirm process for referral of 

any potential Disclosures.

Outputs:
• Meeting Schedule in Diaries.
• Roles & Responsibilities 

confirmed.
• Confirmed Disclosure Process. 
• Signed off Logic Model.
• Signed off Timeline.
• Draft report skeleton.
• Final Report playback in diary.

Collecting & analysing 
quantitative data.

• Confirm Research Ethics.
• Design survey.
• Recruit survey.
• Survey Window.
• Survey is analysed.

Outputs:
• Live survey.
• Assimilated survey analysis.
• Guidance notes to feed into 

Focus Groups.
• Survey Findings Section of 

Report Written up.
• Core Steering Group Meeting 

to share Stage 3 Findings.

Assimilating collected data & 
Sporting People expertise.

• Assimilate Findings.
• Report Writing.
• Present back to client.

Outputs:
• A report detailing independent, 

evidence-based observations 
from the perspective of:

• Young people.
• Parents/carers.
• Club Leaders.
• Coaches.

• A report detailing 
recommendations to enhance 
young people’s swimming 
experiences and the West 
Midlands Talent pathways 
through positive club cultures & 
connectivity.
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SETTING THE SCENE
The Desktop Research
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Themes from Desktop Research
• Several background documents were shared with the team to help set the scene for the project and 

inform the research questions. These documents raised a few questions for the team and whilst the 
answers to some of them are beyond the core scope of this brief they have been shared as they part of 
the wider added value from the team. The questions have been included in Appendix 1 to this report.

• A list of the documents that were reviewed as part of the desktop research included:
• West Midlands Club Lists 2022
• Historical Summary Selections
• WM Strategy Consultation 2022 Presentation
• West Midlands Swimming Membership Analysis
• Regional Development Programme 2022 – 2025 Presentation
• British Swimming – Optimal Athlete Development Framework

Swim England West Midlands 
Strategy Consultation

Monday 12th December, 2022
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What are we not seeing in the Desktop Research?
The following are things that were not made available as part of the desktop research:

• A regional plan that shows the connectivity from grass roots into the talent pathway.

• A pathway of clubs in the region – reference is made to 'performance clubs.' Where is this 
presented?

• Any materials that might be used to communicate the talent pathway in the West Midlands to 
clubs, swimmers and parents.

• Guidance or support materials of how clubs are expected to embrace and embed OADF.
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HOW WE LISTENED AND WHO WE 
LISTENED TO
Mapping the Stakeholders
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Club Culture

Club Vision & Purpose Club Governance Raising Concerns Feedback loops, coaching 
practice & behaviours

Coaching skills & coach 
support

Club experience for 
Young People, Parents, 
Carers, Coaches & Club 

Leaders/Committee 
Members

Talent Pathway

Clarity & Understanding 
of National OADF

Support from National 
Team to apply OADF

Support from Regional 
Team to apply OADF

Prioritising the needs of 
Young People

How hollistic support 
shows up (individual 

clubs/across regional club 
network)

Communication & 
decision making regarding 

training & competition 
opportunities that best 

serve Young people

Consultation Logic Model
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Scope of consultation
SURVEY
• 795 participants partially 

completed the survey.
• 418 responses were completed to 

the extent that data could be 
included in the sample.

• 62 clubs had at least 1 response.
• 71% of responses came from 

parents, 11% from young people, 
9% from club officials, 7% from 
coaches and 2% from ‘other’.

• (NB – individuals were counted 
according to the survey they 
completed, we are aware that 
some ‘parents’ also hold roles 
within clubs.)

FOCUS GROUPS
• 7 focus groups undertaken with 34 

attendees covering:
• Coaches (10)
• Swimmers (8)
• Parents/guardians of 

swimmers (8)
• Committee members (8).

• In total 14 different clubs were 
represented.

• All 4 swimming counties were 
represented within this sample.

PERFORMANCE CLUB VISITS
• 4 Performance Club visits were 

conducted for in depth interviews 
with the following sample:
• 12 male swimmers.
• 6 female swimmers.
• 19 parents.
• 14 committee members and 

officials.
• 10 coaches.
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ParentsYoung People

Coaches Committee & Club Leaders

Cross-Section of Voices – Real People, Real Stories
“Needs to be clear, informative, flexible and understanding of 
the needs of parents to adequately support their swimmers”

“A good club is run well, with continuous info being relayed back and forth at 
all times. All committee members available and approachable, with no 
showing of favoritism towards any one person.”

“It should feel like a family, where everyone is doing his own important part 
for each other, everyone and all the team. And it’s not like a boring routine, 
but like finding new ways for improvement and growing together as a team 

every day and every session.”

“I feel as an athlete the team support us, but with things like 
exams little understanding, and support is given to things that may 
affect the swimmer outside the pool."

“A really great swim club should be one where the person involved feels like they are welcome and can share 
their goals knowing someone is going to help them reach them. It is an environment where the swimmers feel 
they want to dedicate their time and energy to.”

“The club suffers from behavioural issues with certain children which has resulted in some serious bullying. The 
welfare team have failed to resolve these issues and now children are frightened to report issues because they 

know there is ineffective resolution of the issues by the adults concerned. This does not support good team 
spirit.”

“A great club is one that respects each swimmer, an acknowledgement that the 
swimmer who only ever competed against themselves and their own best is as 

equally valued as the swimmer who competes in nationals”

“...the supportive environment around the athletes in regards to both school and swim is top 
quality. I have thoroughly enjoyed settling into this new role and adding value to the coaching 
team, the positive culture and providing the necessary things athletes need to support them 
through the pathway.”

"Only interested and supported when 
training and competing well. When struggled 
with anxiety/mental health there was very 
little help, ignored in training, no empathy or 
attempt to work with athlete to overcome 
issues or develop coping strategies. We were 
left to figure it out ourselves"

“I want it to be somewhere we 
can all be safe and feel part of 
a team.”
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SWIM ENGLAND WEST MIDLANDS–
WHERE ARE WE NOW?



INDIVIDUAL, WORKFORCE & ORGANISATIONAL EXCELLENCE

FINDINGS I –Summary of Survey 
ThemesSt
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Survey fundings
Appendix 2 provides a more detailed overview of the raw survey data. The following 
provides a summary of some of the key themes arising from the survey analysis, namely 
relating to:

• OADF Alignment
• Skills and behaviours involved in having really great experiences in swimming clubs
• Support for young people
• Reporting issues
• The extent individuals are supported to develop their best selves
• The key ingredients for a good club environment.



INDIVIDUAL, WORKFORCE & ORGANISATIONAL EXCELLENCE

ODAF Alignment

• Overall, there was good alignment 
with over 73% of respondents 
agreeing or strongly agreeing with 
the statements exploring alignment 
to each of the OADF principles.

• The one exception was 'our club 
system is wholly cohesive and aligned.'



Powered by

ANSWER CHOICES SKILLS AND 
BEHAVIOURS OF 

COACHES

SKILLS AND 
BEHAVIOURS OF 

CLUB 
PERSONNEL 
(excluding 
coaches)

Personal Integrity - Credible, Reliable, Open 67.94% 284 59.41% 243

Ability to create a healthy environment and culture 68.90% 288 71.64% 293

Effective Communication & Relationship Building with 
Athlete

86.84% 363 61.37% 251

Effective Communication & Relationship Building with 
Parents and Other Club Role Holders

63.64% 266 69.44% 284

Effective Management of Self and Behaviours 48.09% 201 47.92% 196

Empathy with and respect for the athlete 74.16% 310 61.37% 251

Knowledge of Child Development 56.46% 236 36.19% 148

Knowledge of Swimming Techniques 83.25% 348

Matches coaching to athletes' preferred ways of learning 45.45% 190

Effort to develop the whole young person as well as the 
athlete

59.57% 249 41.81% 171

Knowledge of Competition Preparation, Support and 
Evaluation

64.59% 270 27.38% 112

Knowledge of Higher Performance 47.61% 199

Knowledge of Athlete Wellbeing and Welfare 60.29% 252 52.32% 214

Other (please specify) 7.66% 32 7.33% 30

Q9: Think about when you have seen young people 
having really great experiences in swimming clubs. What 
skills and behaviours are involved made that possible?

TOP 3 ANSWERS IN GREEN

Skills and Behaviours Involved in 
Having Really Great Experiences in 
Swimming Clubs
1) Parents and young people are less likely than coaches 

and club officials to select “knowledge of swimming 
techniques or child development” as enabling of great 
experiences.

2) Parents outside performance clubs don’t identify welfare 
and wellbeing as others do - Parents are LESS likely to cite 
“Knowledge of athlete wellbeing and welfare” as 
important in the skills and behaviours of coaches than other 
groups (statistically significant)*

3) There were two skills and behaviours that young 
people and coaches thought more important than club 
officials and parents (statistically significant)

• Knowledge of Athlete well-being and welfare
• Ability to create a healthy environment and 

culture

4) These findings highlight the need to consider the level of focus 
given to parental education.

* There were no major differences in opinions between those connected to 
performance and non-performance classed clubs regarding skills 
and behaviours of club personnel (excluding clubs)
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S U P P O R T I N G  T H E  Y O U N G  P E R S O N :  O u r  c l u b  p r o v i d e s  e v e r y t h i n g  a  y o u n g  p e r s o n  
n e e d s  t o  s u p p o r t  t h e m  t h r o u g h  t h e  p a t h w a y

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Our club provides everything a young person needs to support them through the pathway

Strongly Disagree Somewhat Disagree Neither Agree nor disagree Mostly Agree Strongly Agree

NOTES
v No major differences between scores of 

parents, swimmers, coaches and club officials
v Performance classified clubs appeared to 

score below average – BUT it was not 
sufficient in differences to test significance

Strongly Agree

I consider we have the best 
club in the area, where swimmers 
achieve great things constantly. By 
watching and listening to the 
swimmers, it is clear that they feel 
they are in a good please and 
they enjoy swimming and mostly 
have fun.

Mostly Agree

I feel as a small club we 
could do more to explain 
about the pathways and 
development camps on 
offer.

Neither Agree or 
Disagree

Information can be hard to 
come by. It is assumed you 
understand the competition 
circuit when many do not.

Somewhat Disagree

Not all children are treated 
this same way. Some have 
better support because their 
parents are in better 
relationship with coaches.

Strongly Disagree

There is no information about 
the pathways There is no 
transparency about selection 
criteria for pathways There is 
limited support from coaching 
team Committee members 
get defensive when questions 
are raised.

EXAMPLE COMMENTS



Think back to a time when you believed that something in a participant's experience could be 
improved or was an issue. What did you do? What would you do now?

ANSWER CHOICES What Did You Do? What Would You 
Do Now?

Had a quick chat with the coach or head 
coach 56.0% 70.0%

Kept a closer eye on it - be more aware to 
see if it continues to be a cause for concern 31.3% 32.3%

Had a quick chat with a club official 19.7% 33.5%

It's never happened/Not Likely 16.6% 1.7%

Formally emailed the coach or Head Coach 15.9% 25.7%

Formally emailed the appropriate club official 
or officials 15.2% 26.0%

Raised it in the regular meetings that take 
place 10.8% 13.2%

Talked to staff at the pool 9.3% 8.3%

Other (please specify) 8.1% 9.3%

Raised it with Swim England staff 5.4% 13.0%

I didn't know what to do 3.2% 3.2%

Sent an anonymous feedback message or 
email 0.7% 3.4%

Added it into the regular member feedback 
survey 0.73% 2.0%

COMMENTS

• There appeared to be low consistency across clubs on 
what the process was and indicated confusion over the 
difference between an issue, complaint, safeguarding 
or something else.

• Overall – there is a level of confidence in there being a 
process and that there will be a result. However, there are a 
small but strong set of responses suggesting some 
individuals experience very low confidence in the 
club's policy, approach or process to dealing with 
complaints, issues and concerns.
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To  what  ex ten t  do  you  th ink  i nd iv idua ls  are  suppor ted  to  deve lop  
the i r  bes t  se lves :

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

As an athlete?

as a performer?

As a person?

Not at all supported A little suported moderately supported

Well supported Very well supported Don't Know/Not Sure

COMMENTS

• Overall, participants think clubs do a 
good job of supporting individuals as 
athletes and performers though the 
biggest critique was around the variation 
within the club and how higher 
performance means more support.

• There was a much lower level of 
confidence in the way individuals was 
supported as a person. Where this was 
described at happening well, it was often 
linked with more positive feedback 
elsewhere in the survey too.

“Coaches do not know 
swimmers beyond swimming 
pool.”

“For children, being told when they do well is as 
equally important as being told where they can 
improve and where they are doing bad. Focus 
seems to be mainly on how to improve and 
performance in swimming, without taking into 
consideration what else is happening in children 
life which can affect their performance in 
training and competition.”

“I believe that my son is being given the best 
training and preparation not just to perform 
well but to learn from all experiences be 
they pleasant or also in situations where 
expectations weren't met. He is also being 
guided to make better choices and 
options.”

“As an athlete and performer-
there is support in terms of 
facilities, training time, 
competition availability. As a 
person- there is very little to 
no support from the club for 
the person. The head coach 
often disrespects swimmers.”

“I don’t feel, as a club, we put 
enough emphasis on “the whole 
package” e.g. nutrition, dry 
(“land”) training etc. to support 
“Athlete” levels of performance.”
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What Does Good Look Like – the ingredients
COMMENTS

• The graphic shows a summary of the top 10 words 
or phrases across all 4 questions of what makes 
a good experience for swimmers, parents, coaches 
and officials.

• The most significant theme across all questions by 
some margin was the role of communication in 
creating a good experience. This included 
communication between coaches and club officials, 
between club and parent about club activity and 
pathway activity. It also included communication and 
feedback between coach and swimmer.

• For young people "fun" and "friendly" was 
reported with very high frequency, especially in 
relation to other groups.

• Feeling like one team or family was also very 
highly ranked.

NOTES

• Word size reflects frequency used. The words good swimmer child club committee 
coach parent were removed as they were pre-fix or suffix in all cases.
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Survey Themes
• There is broad appreciation principles and statements of OADF show up in some way across clubs in the WM region.  There is less confidence at 

how the principles show up consistently from top to bottom of clubs.

• There is good consistency in the skills and behaviours which the SEWM community value in coaches:
• Communication & relationship building
• Knowledge swimming technique

• Empathy & Respect for Athlete

• However, there are some concerns that only circa 5/10 people felt the following skills were valuable:
• Knowledge of child development
• Matching coaching to athletes learning preferences
• Effective management of self & behaviours

• It was equally concerning that only circa 4/10 people felt that for club role other than coaching, the following skills were valuable:
• Effort to develop whole young person as well as athlete
• Knowledge of child development

• Low consistency in appreciation of welfare and safeguarding process, with small, but strong evidence of low confidence from a group of 
respondents from SEWM community.

• Evidence that young people’s voice and opinion has points of significant difference than that of coaches and club leaders.
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FINDINGS II – Summary of Focus 
Groups ThemesSt
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Committee Members – Strengths and Best  Pract ice
• OADF Principles:

• There are positive examples of clubs where OADF appears to being proactively implemented. 

• Acknowledgement however that it does need a lot of adaptation to implement at a club level.

• Participant voice:
• Positive role of club captains supporting younger swimmers and providing a voice to coaches.
• Examples of clubs who provide multiple (and regular) means to provide feedback on their swimming experience.
• Specific approaches that were highlighted positively

• regular coach – parent/swimmer meetings
• use of an App (Spond)
• Parent reps and Welfare Officer visibility at poolside
• use of OADF feedback sheets as a framework for discussion.

• Club vision – Roles & Responsibilities:

• Examples provided of integrated approaches between committees and coaches.

• Some examples where it hasn't worked, but generally felt that clubs with head coaches on committees is a good thing – it helps with their understanding of 
how the club works, understanding finances, integration of philosophy etc.  Also, regular structured forum of committee meetings to discuss collective 
progress against club vision.
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Committee Members – Development Areas and Watch Outs
Talent Pathways:

• Learn to Swim (L2S) programmes:
• The pathway into club environments is not working with swimmers being held back.
• New teachers perceived to not understand or value competitive swimming.

• Awareness of the pathway is limited.

• Awareness of OADF is limited.

• Shortage of water, e.g. Birmingham, Shropshire:
• Expanding activities therefore seen as 'impossible'.
• Clubs get less desirable pool time, e.g. cited where 70% of pool time is after 8pm. Welfare issues with children as young 10-11 swimming until 

10pm on a school night.

• Perceived active intention of NGB to limit the number of clubs. Belief that new clubs with provide additionality if the pool space was available.

• Hard to find new coaches, particularly female coaches.

• Red flags raised relating to City of Birmingham (subject to existing reports), young people being 'abused', suffering from burn out.
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Committee Members – Development Areas and Watch Outs

Talent Pathways continued:

• Disability swimming – difficulties with getting classifications is a barrier to entry onto the talent pathway.

• Perception that lots of young people get lost to the system if they don’t show potential early. Concern that young 
swimmers are being 'over developed.’

• Certain clubs perceived to be overly focused on performance.
• Do they have the patience to let people develop?
• Does this over focus create wider welfare concerns? E.g. cited of an advisor from a performance club encouraging athletes to 

take supplements.
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Committee Members – Development Areas and Watch Outs
Participant Voice:
• Lack of education for parents about acceptable coach behaviours.
• Perceived inability of NGB to deal with issues effectively. If people don’t have confidence in the system, they 

are less likely to raise issues.

• Broader challenges with coaching philosophy – obsession with 'times'.
• Poor (lack of) communication to parents can lead to frustrations.

Club vision:

• Examples of clubs who have never discussed club vision with their Committee.
• Perception that there are 'coach led' clubs in the region.
• Risks highlighted where the coach isn't invited to input into the vision.
• Some clear examples of potential disconnect – University of Birmingham appoint the coach and the 

student committee who run the club must work with that individual.
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Committee Members – Development Areas and Watch Outs
Reporting issues:

• Some concerns about how well Committees understand their role in this regard.
• Learning approaches from the NGB seen as sub optimal for some.
• Do Chairs understand enough to challenge a coach on their behaviours / actions? Opportunity to better support Committees to manage 

coaches.

• Concerns that many parents are unsure what to do:
• Need to educate parents and swimmers as to the standards they should expect.

• Limited confidence in the system (outside of the club) once something is raised.

• Lack of support for voluntary Welfare Officers – see as a very difficult and often isolating job.
• Who is supporting them? Examples cited where they have felt devalued by the NGB despite dealing with an issue correctly and effectively.
• Problem exacerbated in University Club with limited support for Welfare role - where personnel change on a yearly basis.
• Not all Welfare Officers adopt the same principles of confidentiality.

• 'Welfare' terminology not always helpful - most incidents tend to be wellbeing and mental health related.
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Parents and Young People* – Strengths and Best  Pract ice
• Creation of clear pathways within clubs:

• Clear guidelines on what each swimmer needs to achieve to progress.
• Frequent coach - swimmer/parent meetings to discuss plans.

• Positive examples of where participant voice is being asked for and listened to:
• Coaches being open, approachable and proactively asking for athlete feedback.
• Coaches asking swimmers for their personal development goals.
• E.g. of senior captains having a mentoring role with junior swimmers and being a voice back to coaches.
• Coaches treating swimmers as individuals.
• Visible coaches, welfare officers and parent reps create an openness and ease for feedback.

• Positive club environments being created – high degree of correlation between swimmers, coaches and committee members.
• Retention of members within the club environment (people come back).
• Swimming is fun and inclusive and competitive (if that is what you want). Note: *Boys and Girls feedback is merged under 

one heading as there were no significant 
differences in feedback.
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Parents  and  Young  Peop le  – Deve lopment  Areas  and  Watch  Outs

Talent Pathways:
• It doesn’t feel like it feeds together and there is low awareness of what the actual pathway is.

• You must ask lots of questions to pick up little bits of information.
• Some kind of 'pathway education' would be helpful.

• Unsure of how the pathway is supporting late developers.

• Questioned what opportunities there are to support those on the fringes.

• Low awareness of 'performance' clubs – who they are, their role.

• Clubs (coaches) 'protective' of swimmers and hold on to them within their own programmes.

• Some questionable coaching behaviours – technically good coaches but talk down to swimmers, don’t know their individual 
strengths in swimming and are poor motivators.
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Parents  and  Young  Peop le  – Deve lopment  Areas  and  Watch  Outs

Participant Voice:

• Example cited of inappropriate behaviour by a previous Head Coach – they didn’t feel supported by that Committee and 
left that club.

Reporting issues:

• Questionable feedback loops on the outcome of complaints/concerns that have been raised.

• Senior Captains taking a role whereby concerns could be raised with them - trusted but no support or guidance on 
what they may encounter and how they should deal with it.
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Coaches– Strengths and Best  Pract ice

Talent Pathways:

• OADF is being adopted by some coaches - 'underpins everything I do as a coach.'

• Consistent and clear communication to parents.

Feedback on practice:

• Value of coach mentors and developers emphasised.

• Encouragement for swimmer feedback loop. Linked to implementation of OADF.

Club vision:

• Strong view that the coach should be integral to creating the vision in unison with the Committee.
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Coaches – Development Areas and Watch Outs
Talent Pathway:

• Perceived by some as being too directive from the NGB – more autonomy from coaches is needed.

• Lack of communications and transparency regarding the pathway and the inviting of swimmers onto it.
• What is it?
• Who is judging club's roles on the pathway and then communicating this?
• Coaches referencing 'zero relationship' with the performance club in their area.

• There is a lack of understanding regarding purpose of the pathway.

• There is a need to continually communicate and refresh peoples understanding of the pathway – new parents and swimmers coming on
each year.

• There are issues with classification system with para swimming – unable to get swimmers classified.

• Noted a lack of club alignment to Swim England.

• No feedback to coaches from development camps – noted that this should be a prerequisite, but it doesn’t happen. Need a joined-up 
approach between different coaches supporting an individual swimmer.

• Some questions raised as to whether coaches have the capacity to do this effectively?
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Coaches – Development Areas and Watch Outs
Talent Pathway (continued):

• OADF is viewed as 'cumbersome' and 'time consuming' to implement properly.

• Pathway skewed towards early developers. Selecting on times doesn’t account for technique. Data cited from the US which showed that 80% of national 
swimmers were 'late developers’.

• Contradiction between selecting on speed and early developers vs the principles of understanding the person.

• Lots of clubs hang on to swimmers:
• Coaches who pass swimmers on to other environments conducive to their needs are perceived to be in the minority.
• In examples where there is a pathway to other clubs, swimmers have returned to their original club citing that they hadn't enjoyed the culture.

• Postcode lottery - in the wrong area of the region a 'talented' young swimmer could be travelling 1.5 hours each way to access swimming provision according 
to their ability.

• Pool hours are poor (quantity and timing). This limits what individual clubs can do.

• The focus doesn’t appear to be on coaching kids to a good level of skill.

• Obsession with end of year date for selection which creates a relative age bias.

• Belief that many take a speed over skills focus which they feel is the wrong approach.



INDIVIDUAL, WORKFORCE & ORGANISATIONAL EXCELLENCE

Coaches – Development Areas and Watch Outs

Club Vision:

• Examples cited of unsupportive committees clashing with coaches - think they know better, conflicted by parental 
interest.

Representation:

• These coaches noted that they are probably not a representative sample of swimming coaches in the West 
Midlands.
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Focus Group Themes
• There is undoubtedly some excellent practice that takes place within clubs in the West Midlands with lots of positive examples 

cited through the focus groups. Participants themselves did however note that the sample of attendees probably isn't 
representative of the whole Swim England West Midlands community. This belief was reinforced by the volume of concerns raised
about the effectiveness of individual clubs and the cohesiveness of the regional pathway.

• Concerns can broadly be grouped under 3 headings:

• Poor or insufficient EDUCATION for stakeholders (parents, coaches, committee members, swimmers) about what to 
expect through their swimming experience.

• A lack of UNDERSTANDING what good looks like or what people should expect through their swimming experience.

• Underpinned by a lack of or poor COMMUNICATION at multiple levels of the swimming pathway – whether that be 
from:

• governing body to clubs,
• governing body to coaches,
• coaches to coaches, or 
• clubs to parents and swimmers.

• Conversely where e.g.'s of good practice were cited it was evident that communication was strong, frequent and consistent, and 
this in turn supported stakeholders understanding in helping to foster an aligned, positive and supportive club environment.
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FINDINGS III – Summary of Themes 
from Performance Club Visits St
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Performance Vis i t  C lub 1  – Strengths & Best  Pract ice

• Coach care for, and connect with, children and young people
• Swimming support.
• Life beyond swimming.

• Proactive communication with parents from committee and coaches.

• Open and transparent discussion about young person group movements.

• Visible, approachable and proactive committee members.

• Strong sense of belonging for young people.

• Parental support to newer parents to navigate conventions of swimming kit and events.

• Social activities enable friendships and fun shared experiences.

• Passionate and committed committee.

• Multiple examples of supporting children with additional needs.

• Coaches have adapted OADF principles for younger groups.

"...just give 100% of what you can 
manage today!"

"...everyone here is like one big 
family"
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Performance Vis it  C lub 1  – Development Areas & Watch Outs

• Development / performance plans not systematically documented.

• Lack of performance services support and partnership e.g. HEIs.

• No land-based training.

• Committee lack performance pathways knowledge and expertise.

• Big challenge navigating merger and carrying culture into new facility.

• Club heavily reliant on very committed and dynamic committee member.
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Performance Vis it  C lub 2 – Strengths & Best  Pract ice

• Coaches view their job as a vocation, supporting love of swimming, life skills and performance.

• OADF principles have been adapted for groups across ages and stages.

• Club working on a VMOST approach to planning and delivery, where values are embedded across activities.

• Clear selection criteria to support swimmer progression discussions.

• Club have an athlete tracker document / annual plans, but more support welcome to standardize, increase 
effectiveness of tracking impact.

• Squads for everyone, commitment to have patience in developing swimmers, clubs has good retention rate.

• Coaches showed could appreciation of female athlete health.

• Club has strong governance structure and is well resourced.

• Club have made use of UK Coaching CPD support for coaches.

• Parent reps are a useful point of contact to enable coaches to coach.

• Social media channels key resource for parent information.
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Performance  V is i t  C lub  2  – Deve lopment  Areas  &  Watch  Outs

• There is a need for an Optimal Coach Development Framework!

• Swim England starting to open up and share information, good to see camps being used for dual purpose of swimmer and 
coach development. USA swimmer more transparent and collaborative.

• Swim England need to be more visible and could provide more practical support:
• Engage in discussions with clubs about adding value to swimmers, not just producing times.
• Youth engagement strategies.
• Protect coaches from rogue committee members.

• Youth voice is greatest opportunity for club to improve. Currently no captains or no youth forum.

• Case conferencing recognized as an opportunity to improve support. Regular reviews of swimmer transition which have 
gone brilliantly, ok and poorly, to learn from the why behind experiences.

• On paper local club happy to send swimmers. However, egos and personalities can make this difficult for young people.

• Very challenging for a young person to have a performance plan which align various opportunities across region.

• Welfare provision needs to be more visible. Parents and simmers unclear. Club, county, region and nation website not user 
friendly for information!

• Hard for parents to know when and why to prioritize district, county, regional activity.

"...is performance club a helpful label, it 
feels like it creates friction between clubs"
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Performance  V is i t  C lub  3  – Strengths  &  Best  Pract ice

• Lots of specific feedback to swimmers and their families. Peer used as positive role models in demonstrations to 
aid learning.

• School has embedded swimming in its DNA, and swim club has school values as guiding principles.

• Swimmers empowered to organize meetings with coaches to discuss training and competition plans.

• Welfare officer introduction to new swimmers when they join and attend all squad training every Thursday.

• Parents and swimmers have regular discussions with coaches to manage studies, swimming and life!

• Coaches always positive about how you have performed and provide advice for further improvement.

• Club communicate through excellent social media groups and on deck. Welfare officer on all groups.

• Headteacher is line manager of Head coach, weekly 1:1, and poolside at least once session per week.

• Headteacher role is advocate for the child / young person.

• Coaches provide clear competition and training plan for year.

"...swimming has help my child make friends, develop 
independence, learn time keeping…it set them up for life!"

"...individual sport in a team 
atmosphere”
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Performance  V is i t  C lub  3  – Deve lopment  Areas  &  Watch  Outs

• Being a swim parent is hard, you always feel like you are playing catch up as your child progresses.

• To succeed family support is very important. Swimming is very challenging for families in terms of transport, financial 
and caring responsibilities.

• Parents find inconsistency of filming rules across county and regional events very frustrating.

• Do swimming pathways favour academically gifted young people?

• Swimmer movement between clubs is an ongoing challenge, no mechanism for smooth transition across region – it 
needs a regional plan!

• Post-covid need to reinvigorate social activities.

• Swimmers are sometimes not welcome at home club to compete once engaged with Performance Club.

• Swim England need to value skills in Learn to Swim.  Arguably, the best teachers working with the youngest swimmers.

• Swim England club accreditation process lack detail about quality of swimming provision.
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Performance  Zooms C lub  4  – Strengths  &  Best  Pract ice

• Presentation and introduction of welfare officers at start of season.

• Experience coaches engaged in national talent programmes.

• Nutrition support to swimmers.

• Best with best training environment.
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Performance  Zooms C lub  4  – Deve lopment  Areas  &  Watch  Outs

• “Club led by coaches 99.9%”

• Traditional swim club model is much more collaborative with committee and coaches. Accountability and financial responsibilities 
much clear previous with traditional swim club committee structure experience.

• Swimmer experience is a bilateral relationship with swimmer/family and coach. Committee not involved in discussing.

• Committee have no involvement of performance support provided or monitoring of the impact of this provision.

• No parent or young person forums exist. Club recognized an opportunity here.

• Relationships with other clubs not always straight forward, and coach is key point of contact.

• Difficult to unpick club vs local authority (LA) lines of accountability – “big grey areas" in terms of activities and welfare 
accountability.

• Coach line management follow LA standard structure - no 360 feedback!

• Relationship and responsibilities of LA employed coaches to/with club employed coaches unclear.

• LA investment not dependent of appraisal of club committee skills or effectiveness.

• Lack of clarity if selection / de-selection should be supported by LA, Club, Swim Coaches Union?
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Performance Club Visit Themes
• Many great examples of positive relationship between, coach, young person and parents. Demonstration of collective effort to balance demands of school, 

home, training, rest & other hobbies.

• Some examples of strong sense of belonging to club, and support from peer swimmers, coaches and other adults.

• Some great examples of welfare, wellbeing and proactive safeguarding practice at the heart of club decision making.

• Many examples of knowledgeable coaches helping young people and their families to identify development action plans, qualification criteria and competition 
priorities. This includes coaches working through process to align OADF principles to all ages and stages of development

• t

• Lack of clarity regarding roles & responsibilities of setting, monitoring & managing club vision & strategy.

• Some concerns provision of coach care and support network, and impact on wider wellbeing when coaches have concerns of security and professionalism of 
their employment context. 

• Some examples of limited/poor quality line management & performance impact measurement of coaches.

• Some examples of young people, parents and carers being unaware of welfare, wellbeing and safeguarding protocols.

• Some examples of total autonomy of coaches regarding athlete selection & development plans with limited or no consultation, check or challenge

• Clubs need more support to reestablish the social programme which positively impact on sense of belonging in post-covid world!
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SWIM ENGLAND WEST MIDLANDS –
WHERE NEXT?
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“ A l l  W M  c l u b s  t o  h a v e  y o u t h  v o i c e ,  
p a r e n t  v o i c e ,  p a r e n t  c a r e  &  c o a c h  c a r e ”

“ P e o p l e  i n  r e g i o n  w o r k i n g  t o g e t h e r  f o r  
b e s t  i n t e r e s t  o f  i n d i v i d u a l  s w i m m e r . ”

“ R i g h t  e n v i r o n m e n t ,  r i g h t  t i m e ,  r i g h t  
s u p p o r t ”

” P e r f o r m a n c e  c l u b s  w i t h  b a l a n c e d  
s c o r e c a r d s ”

Swim England West Midlands – Core Steering Group 15 March 2023
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A way forward for swimming in the West Midlands

• Across the different data sets it is evident that there are 
some clear and consistent themes for both the region 
and governing body nationally to consider. 

• This section draws those themes together to outline a 
proposed vision for the future and structures next steps 
and recommendations under seven thematic areas (see 
over page).

• Each thematic area is addressed in three parts:
• Summary of the key findings
• Some questions to consider as SEWM Board
• Recommendations
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Club Culture

Club Vision & 
Purpose

Club 
Governance

Welfare & 
Wellbeing

Feedback 
Loops & Club 
Experience

Coach Skills & 
Coach Support

Talent Pathway

Clarity, Understanding & 
Application of National OADF

Prioritising the needs of Young 
People & Holistic Support

Recommendations Model
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Club experience for Young People, Parents, Carers, Coaches & Club Leaders/Committee Members
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Club Vis ion & Purpose – Summary of  learning
• For some clubs a ‘vision’ is an alien concept.

• Coaches and Committees need to be clear on who they are and what they provide, alongside what their predominant offer is.Without this clarity how can 
parents ensure they find the right club for their child?

• There is a sense that a child does not need to know the vision and purpose of a club, but a parent does to make an informed choice and receive a useful 
induction.

• At present, across many clubs, there is a misalignment of ‘why’ (purpose) between committee and coach.

• There are examples of well aligned, coherent, healthy coach led clubs. A key area that sets these apart from their counterparts is a strong alignment between 
committee and coaches.

• Whether or not clubs have a vision or purpose, the survey showed clear alignment to OADF to an extent that cannot be accidental and suggest clubs must 
be ‘having a go’ at using the framework.

• Use the OADF principles to help club identify what to improve and how could be a good way to support the development of meaningful Purposes & Visions.

• The OADF principles are ‘gold dust’ and are clearly relevant to clubs and could form the basis of a ‘culture triangle’.

• The OADF is a British Swimming tool and there may be a Swim England ‘vacuum’.
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Club Vision & Purpose – Questions to consider

• Who should be involved in defining a club's 
vision & purpose?

• What skills and experiences do the vision 
setting group require?

• What support should the group be able to 
access to discharge their responsibility?

• What is needed to support this process that is 
currently missing in the WM region?
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Club Vision and Purpose – Recommendations
1. To consider what support clubs need in terms of putting in 

place a clear vision and purpose.
• Training
• Templates
• Support in recruiting boarder volunteer base

2. Better utilise the OADF principles to help clubs identify 
what to improve and how.
• Person
• Athlete
• Performer

3. For Swim England to consider how the OADF principles 
can be evolved to be inclusive of all swimmers, alongside 
the support and guidance it can provide to help ALL clubs 
apply these principles. 
• Age and stage development guidance for coaches & club 

leaders
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Club Governance – Summary of  learning
• Roles and Responsibilities:

• There is a question mark over whether committees ‘know what good looks like’ when it comes to coaching and this impacts upon the
effective line management of coaches.

• There is also a question mark over how we effectively support welfare officers (see ‘Raising Concerns’).

• In order to have strong healthy clubs, committees need to:
• Oversee effective use of club resources.
• Give effective line management support/drive effective recruitment practices for their professional workforce (including volunteers).
• Engage in effective welfare of their professional workforce (including volunteers) as well as their Young people.
• Ensure that committee meetings discuss provision, as well as the organising of competitions.

• There is massive variation in leadership competence amongst clubs.
• In some cases, this is mitigated by being partnered with another organisation who is stronger.
• There are a lack of good processes in place to enable people to be held accountable (e.g., processes to support raising concerns).

• The ‘Golden Triangle’ is clubs: Knowing what is good + Having Processes + Having people to deliver.
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Club Governance – Questions to consider

• What role should club committees play in monitoring a 
club's progress against its agreed vision?

• What sources of information and perspectives should 
club committee members seek to review a club’s 
effectiveness?

• Which voices, if any, are missing in clubs' governance in 
the West Midlands? Why?

• What is needed to support this process that is 
currently missing in the West Midlands region?
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Club Governance - Recommendations
1. Explore introducing the approach of balanced scorecard to 

club governance
• Financial
• Customer Relationship
• Internal Processes
• Learning and Growth.

2. Missing voices in clubs traditionally young person and 
parents. Swim England / West Midlands to invest in support 
to enable:
• Parent/carer forums and support groups.
• Activities to enable Young People to shape the club offer.
• Clubs should have roles of Children’ Rep & Parent Rep on 

club committees!
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Welfare and Wel lbeing – Summary of  learning
• There is a strong theme about who is looking after the people looking after the people?

• Welfare officers are volunteers, and the scope and potential burden of the role is massive.
• They feel unsupported and under a microscope
• There is a lack of clarity of how this role can be joyful, and an interactive function of a vibrant club

• This is the area of research where there is the least clarity on ‘what good looks like’.
• Inconsistent understanding of ‘good’ and this lack of clarity could be leading to people that aren’t well aligned being recruited to the role.
• There are some exemplary approaches that could be learned from.
• To what degree is there a culture of openness, support and sharing.

• Support needs to be technical (the skills and knowledge required) and emotional and should include:
• Welfare Officers.
• Chairs (and other committee members).
• Coaches.
• Senior Swimmers.
• Parents / guardians.
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Welfare and Wellbeing – Questions to consider

• What does great communication and support in 
clubs look like for:
• Young People
• Parents & Carers
• Coaches
• Committee Members?

• Who is accountable for bringing this to life?

• What is needed to support this process that is 
currently missing in the West Midlands region?
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Welfare and Wellbeing - Recommendations
1. Spend time to better understand and learn about what good looks like 

in other sports with regards to welfare and wellbeing.

2. Reposition the NGBs role in safeguarding and harm prevention towards 
positive and proactive wellbeing support to enable those involved in 
the club to thrive.

• E.g. often individuals only involved in club when something goes wrong, as 
opposed to being a regular present to advocate the rights of children 
and adults in all club activities.

3. Swim England West Midlands to recognise their role by:

• Providing more direct messaging to parents / carers and committees 
about the rights of the child.

• Providing more guidance to clubs about proactive communication and 
how connection with members enables safer, healthy and high 
performing environments. There is a big, daily, harm prevention 
element, and this should be more than crisis management.

4. Better understand those who undertake welfare officer roles and why 
to facilitate effective recruitment and support of these individuals.
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Feedback Loops and Club Experience – Summary of  learning

• Whilst there were some excellent examples, overall, it is inconsistent how Young People, Coaches and Parents were heard in decision 
making processes of clubs.

• The clubs allocate resource, both financial and people, based on annual habits, as opposed to insight and consultation.

• Good examples of clubs adopted OADF, held regular meetings with parents/swimmers and coaches, had structured plans in place. They 
generally had more formal and informal opportunities to contribute. There was understanding an institutional application of OADF.

• Coach philosophy and behaviour is paramount.
• Inconsistent evidence about openness of coaches to discuss impact.
• Inconsistent evidence of coaches receiving 360 feedback, proactive line management, and then having opportunity to use this to 

evolve their work

• The need of openness between coach & athlete is clear. The openness between coaches and parents/other role holders was 
secondary.
• It was evident that many of the problems were down to non-existent or ineffective communication.
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Feedback Loops and Club Experience –
Recommendations
1. Support clubs to deliver high quality line management, performance management and 360 feedback processes for 

coaching staff.
• Template contracts
• Template Performance Reviews & Development Plans
• Training for committee members

2. Support clubs taking case conferencing approach to swimmer transitions between squads within clubs and between 
clubs

• E.g. what can we learn from swimmer transitions in last quarter that went well, were ok, went poorly?

3. Support clubs in improving the mechanisms for listening to Parent and Swimmer Voice including:
• Support committee leaders to ensure processes are in place and that the intent is visible in appropriate plans.
• Recruit young people & parents into SEWM regional structure to offer “missing voices”
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Coach Ski l ls  and Coach Support  – Summary of  learning
• It is evident that there is a spectrum of coaches in the region, from those who treat the swimmer as an individual to those who don’t take the time to 

understand the individual. Swimmers report that this impacts on the swimming experience.

• Mentoring/peer supervision is viewed as important, although in practice it is sporadic at best.

• Supervision of coaches is lacking from a regional/national perspective.

• A community of coaches in the region is not as strong as it could be.

• Inconsistency in level of support that coaches in different types of clubs are accessing.

• Inconsistent line manager support for coaches. Coaches feel much safer when employed by an established organisation, e.g. LA, school, leisure operator.

• There is a significant gap in wellbeing and welfare support for coaches with provision inconsistent or limited at best.

• Those coaches who engaged in the focus groups were vocal and had a lot of concerns that they wanted to voice. Many wanted to speak and share more. 
It is evident that there is a need for spaces for coaches to communicate back to the governing body.
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Coach Skil ls and Coach Support – Questions to 
consider

• What developmental support should every coach in the West 
Midlands be able to access?

• How is engagement & development tracked?
• Are there coaches who should receive targeted support? If so, why?

• How are coaches supported to identify developmental 
priorities?

• Who is accountable for coach wellbeing and welfare in the talent 
pathway?

• What should collaborative professional practice for coaches in 
West Midlands look like?

• What is needed to support this process that is currently missing 
in the West Midlands region?
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Coach Skil ls & Coach Support - Recommendations

1. Improve access of context relevant coach development core 
offer ensuring there is 'brilliant basics' support to all coaches 
in the West Midlands.
• This should include without exception welfare and wellbeing support 

for coaches.

2. Coach welfare & wellbeing support
• Coaches feel isolated & require help to establish coaching cells and 

support networks with a blend of expertise.
• Explore approaches to foster more peer supervision and mentoring 

relationships between coaches.

3. For Swim England nationally, and in the region, to identify and 
commit to targeted support for unrepresented groups in the 
coaching workforce.
• Women Coaches
• Ethnically Diverse Coaches

4. Explore how to improve Line Manager support for 
coaches within the volunteer club network.
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Club Culture – Magic Wand
The recommendations on the previous pages address the specific themes under Club 
Culture.  Alongside that, when considering the overarching 'must do' to accelerate 
positive club cultures in the West Midlands the core steering group championed the 
following:

Provide focused support to clubs to:
• Enable alignment of daily activities and club purpose.
• Enable committee and coach collaboration.
• Enable youth voice.
• Enable visible, positive and passionate wellbeing and welfare support.
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Clarity  & Understanding of  Nat ional  OADF – Summary of  
learning
• The health and effectiveness of the talent pathway is underpinned by a clear purpose and understanding of when and why athletes need something 

different to help support their development.

• The pathway is hard to access and there is limited understanding of it (across different stakeholder groups).

• There are huge gaps in delivering developmentally appropriate information for everyone in the pathway below future potential British Swimmers.

• There is a clear need for Optimal Coach Development Framework which supports coaches in their age and stage.

• OADF principles are a good and a useful barometer as to how clubs could be set up.

• There is an apparent contradiction with the way that OADF advocates for understanding the individual and yet the talent pathway is set up rigidly by way 
of times and birthday. This goes counter to the late developer which is a common cause for concern with the pathway as currently structured.

• When independently asked without prompt ‘what does good look like’ OADF principles came out. When simply prompted, 73% agree/strongly agree that 
their club aligns.
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Clarity and understanding of OADF – Questions to 
consider
• How should OADF be accessed and 

understood by:
• Young People
• Parent & Carers
• Coaches
• Committee Members?

• Where can the swimming community in the 
West Midlands go to seek advice on 
developmentally appropriate support?

• What is needed to support this process that is 
currently missing in the West Midlands region?
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Clarity and Understanding of OADF -
Recommendations
1. Put in place clear advice and guidance to all stakeholders on 

developmentally appropriate development and support 
below Great British Swimmer and Future Performance 
Potential levels (building on the work that Swim England have in 
progress).

2. Develop an Optimal Coach Development Framework to 
help address the significant demand to align coaching 
practice and behaviours to the rights of the child in their 
swimming journey. (NB: a Teachers and Coaches register is 
another pipeline project which is needed by the community.)

3. Implement communication and awareness raising strategies 
for often forgotten audiences of parents, clubs and 
committee members. This clear and consistent messaging 
needs to be regular and via channels which suit the audience. 
Parents, Young People & Club Leaders need to be empowered to 
have discussions about the best opportunities and support for 
the individual.
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Prior it is ing the Needs of Young People & Hol ist ic  Support  –
Summary of learning
• There are some positive examples of holistic practice with Young Person individual support and needs being considered and carefully 

balanced.

• 67% of people mostly, or strongly agree, that their club promotes all round support through the pathway. BUT the survey results
show a significant difference in people's confidence in clubs to support the swimmer as an athlete (68%) as opposed to the person as a 
whole (58%). Coaches and clubs are frequently described as being unaware, or uninterested in swimmers' development or welfare
outside the pool.

• There is a consistent theme across multiple clubs in the survey comments showing a lack of clarity and/or communication about the 
talent pathway

• There is inconsistent practice around criteria and processes to transition between squads and groups. Some of this is great, some is 
poor.  A big part of this is attributed to effective communication and transparency of process and decision making.

• The process and experience of transitioning through the pathway Young Person varies from environment to environment seemingly
dependent on who the coach is. There is no systematic approach.

• Case conferencing of transition is a missing skill from the region.
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Prioritising the Needs of Young People & Holistic 
Support – Questions to consider
• What should gold standard support for young people 

look like in West Midland clubs?

• Who are the advocates for young people in navigating 
their swimming journey?

• Who has responsibility to support young people and 
their families in decision making about training, 
competition and performance lifestyle decisions?

• How is the quality of holistic support to young people 
monitored in the West Midlands?

• What is needed to support this process that is 
currently missing in the West Midlands region?
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Prioritising the Needs of Young People & Holistic 
Support - Recommendations
1. SEWM to support awareness of rights of child across all clubs including:

1. Training opportunities.
2. Consistent and regular communications.

2. Support parents in the journey of being a parent of a young person 
engaged in competitive swimming.
• Within focus groups & performance club sessions with parents a rich 

sharing of information across parents of different age and stage 
swimmers manifested, there was a big appetite for more of this!

3. Support clubs to rebuild social programmes in a post-COVID world. 
With limited club funds and increasing pool costs, this has dropped 
down the list of priorities!

4. As previously mentioned, a Children & Young People advocate & a 
Parents advocate on a club committee could play a positive role in 
holding the club to account for the impact of decisions.
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Club Culture – Talent Pathway

The recommendations on the previous pages address the specific 
themes under Talent Pathway.  Alongside that, when considering the 
overarching 'must do' to accelerate positive club cultures in the West 
Midlands the core steering group championed the following:

Ensure adults involved in swimming are working together for 
the best interest of each individual young person so they can access 

the right environment, at the right time, for right period of time!
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Lots of opportunities, where you could start…
• Quick wins for SEWM:

• Invest time & build the community of passionate welfare & wellbeing 
volunteers

• Introduce “YP advocate” on region & club committees

• Introduce youth engagement & youth voice training for clubs

• Provide templates & training for club development plans & balanced 
scorecards

• Provide templates & training for running effective peer support activities
(e.g for parents and carers)

• Facilitate opportunities for coaches across region to case conference 
swimmers and how they might collaborate to help these young people

• Support clubs to re-ignite social programme post-covid
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Lots of opportunities, where you could start…

• Quick wins for SE & SEWM:

• Parent education UN rights of child (alignment to / with Children's 
Coaching Collaborative movement – May 2023)

• Socialise age and stage development guidance for coaches & club leaders

• Socialise Optimal Coach Development Framework

• Increase coach supervision, mentoring & welfare support

• Provide HR/OD Support for clubs to build healthy & high performing 
workplace (including the use of effective performance reviews, reporting 
concerns, building DIAPs & using 360s for staff & committee)
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APPENDIX 1
The Desktop Research – Setting the Scenes Questions
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Themes from Desktop Research

• A number of background documents were shared with the team to help set the scene for the 
project and inform the research questions. These documents raised a number of questions for the 
team and whilst the answers to some of them are beyond the core scope of this brief they have 
been shared as they part of the wider added value from the team. The questions have been 
included in the appendix to this report.

• A list of the documents that were reviewed as part of the desktop research included:
• West Midlands Club Lists 2022
• Historical Summary Selections
• WM Strategy Consultation 2022 Presentation
• West Midlands Swimming Membership Analysis
• Regional Development Programme 2022 – 2025 Presentation
• British Swimming – Optimal Athlete Development Framework
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Swimming Data and Membership trends –
sparking our curiosity
• There are some challenges projecting with the impact of Covid but are membership levels 

trending on the decline? 
• If so, what impact does club environment have on this?

• 71% of clubs have less than 200 members whilst the 20 largest clubs have 53% of the total 
regional membership.
• Are there any trends or impacts of club size on the research questions?

• The biggest membership declines are in Warwickshire.
• Are there particular reasons for this?

• How inclusive is the swimming in the West Midlands?
• 1.8% of members are disabled, yet 9% of children are disabled nationally (and the prevalence of disability 

increases with age).
• The proportion of members is skewed towards least deprived areas.
• Ethnicity data is incomplete (54% blank) but tends to reinforce that there are inequalities in 

participation by ethnicity.
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Talent Pathway
• To what degree are clubs (different stakeholder groups) a) aware of the pathway, b) understand 

how to get onto the pathway, and c) are clear about the role of their club contributing to the 
pathway?

• The Regional Development Programme (RDP) refers to OADF. However, most of the detail 
presented focusses on the technical and sport science support. The document is not explicit 
where and how the more holistic elements of understanding the person fit in.

• Communication with parents and home coaches are an explicit requirement at a regional level –
to what degree does this happen (effectively and consistently)?

• The RDP document references the importance of exploring and understanding the OADF 
attributes of the person. How effective is the communication back into the club environment? 
True integration relies on the club environment adopting and understanding OADF - to what 
degree are the principles embedded within clubs?
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What are we not seeing in the Desktop 
Research?
The following are things that were not made available as part of the desktop research:

• A regional plan that shows the connectivity from grass roots into the talent pathway.

• A pathway of clubs in the region – reference is made to 'performance clubs.' Where is this 
presented?

• Any materials that might be used to communicate the talent pathway in the West Midlands to 
clubs, swimmers and parents.

• Guidance or support materials of how clubs are expected to embrace and embed OADF.
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APPENDIX 2
Survey Data
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Survey Findings
A note on survey findings:
1) There are some matching IP addresses which may be repeat submissions but on different devices. This could be multiple parents or coaches completing while physically in the 

club but it could also be deliberate multiple submission.

2) There are occasional examples of scores being inconsistent with written answers – for example scoring 1-worst but with high praise answer. These have been corrected 
where possible.
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Q8: Think about when you have seen young people 
having really great experiences in swimming clubs. What 
were the skills and behaviours of the coaches involved 
that made that possible? 
THIS IS ALL RESPONDANTS
TOP 3 ANSWERS IN GREEN

ANSWER CHOICES RESPONSE
S

Personal Integrity - Credible, Reliable, Open 67.94% 284

Ability to create a healthy environment and culture 68.90% 288

Effective Communication & Relationship Building with Athlete 86.84% 363

Effective Communication & Relationship Building with Parents 
and Other Club Role Holders

63.64% 266

Effective Management of Self and Behaviours 48.09% 201

Empathy with and respect for the athlete 74.16% 310

Knowledge of Child Development 56.46% 236

Knowledge of Swimming Techniques 83.25% 348

Matches coaching to athletes' preferred ways of learning 45.45% 190

Effort to develop the whole young person as well as the athlete 59.57% 249

Knowledge of Competition Preparation, Support and Evaluation 64.59% 270

Knowledge of Higher Performance 47.61% 199

Knowledge of Athlete Wellbeing and Welfare 60.29% 252

Other (please specify) 7.66% 32

TOTAL 3488

Q9: Think about when you have seen young people having really great 
experiences in swimming clubs. What skills and behaviours of the 
club personnel (excluding coaches) involved made that possible? 
THIS IS ALL RESPONDANTS TOP 3 ANSWERS IN GREEN

ANSWER CHOICES RESPONSES

Personal Integrity - Credible, Reliable, Open 59.41% 243

Ability to create a healthy environment and culture 71.64% 293

Effective Communication & Relationship Building with Athlete 61.37% 251

Effective Communication & Relationship Building with Parents and 
Other Club Role Holders

69.44% 284

Effective Management of Self and Behaviours 47.92% 196

Empathy with and respect for the athlete 61.37% 251

Knowledge of Child Development 36.19% 148

Effort to develop the whole young person as well as the athlete 41.81% 171

Knowledge of Higher Performance 27.38% 112

Knowledge of Athlete Wellbeing and Welfare 52.32% 214

Other (please specify) 7.33% 30

TOTAL 2193
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Q8: Think about when you have seen young people 
having really great experiences in swimming clubs. 
What were the skills and behaviours of the coaches 
involved that made that possible?

Q9: Think about when you have seen young people having really 
great experiences in swimming clubs. What skills and behaviours 
of the club personnel (excluding coaches) involved made that 
possible?

Warm approachable person

Understanding of, empathy for and ability to tailor training when swimmer has obstacles such as illness or medical conditions
Understanding of the swimmer and their parents needs. A good coach development programme.
Understanding of disabilities / Knowledge of how to communicate and train disabled swimmers.Let all swimmers know they are valued 
members of the team
Sense of humour
Respect for the individual
Putting enjoyment of sport first
Overall being an amazing person.
Our head coach is amazing and understanding
Offering motivation and not having favourite swimmers that get all the attention
Not sure, coaches do not know swimmers personally.
Making coaching and events enjoyable
Listening and being human
Knowledge of Welfare issues and when athletes may feel under too much pressure or behaving incorrectly
Knowing the needs of the swimmer
Inclusivity and awareness of the negative impacts of bias
Inclusive approach across genders and backgrounds
Honesty
Having been there and done it! True, credible experience from the horses mouth.
Haven’t seen it
Good motivational skills
Fun x 2
Encourage positive behaviours between team mates
Create an idea of a Journey for each individual so they can enjoy their pathway in the sport
Approachable and supportive character
Able to create a positive and fun environment

v Parents and young people are less likely to see knowledge of 
swimming techniques or child development as important

v Parents are LESS likely to cite “Knowledge of athlete wellbeing and 
welfare” as important in the skills and behaviours of coaches 
(statistically significant)

v One difference between performance club and non -responses –
performance club responses more likely to cite Knowledge of 
Athlete Wellbeing and Welfare as important

Other comments include

v There were two skills and behaviours that young people and 
coaches thought more important than club officials and parents 
(statistically significant)

v Knowledge of Athlete Wellbeing and Welfare
v Ability to create a healthy environment and culture
v No major differences between performance and non-performance 

classed clubs
Other comments include

Understanding of disabilities 
They look after the swimmers to the best of their ability  
Specific skills for role 
Pro-active in being supportive
Personal touch couching
only been part of a club recently so cannot comment
not sure I've seen it
Not seen it
Masters Club don't have young people - again too generic question
Knowing the needs SEN of the child
Know who to go to for advice.  Having confidence Swim England will support and guide you.
kindness
It's too hard to separate out coaching staff
Inclusivity and awareness of the negative impacts of bias
Having time!
Good listening and problem solving 
Engagement on all levels 
Effective encouragement for all stages and letting all winners know they are valued members of the team. 
Create an idea of a Journey for each individual so they can enjoy their pathway in the sport
Being approachable 
Being active
Approachability
An understanding of dealing with volunteers
Ability to create an environment for the long term; not just the here and now
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Q11: Now please think about the young person's experience in your club. To 
what extent do you think individuals are supported to develop their best selves:
Answered: 414   Skipped: 4

ALL

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

As an athlete?

as a performer?

As a person?

Not at all supported A little suported moderately supported

Well supported Very well supported Don't Know/Not Sure
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Alignment to OADF Principles

Answered: 399   Skipped: 19

• Overall there was good alignment with 
over 73% of respondents agreeing or 
strongly agreeing with the statements 
exploring alignment to each of the 
OADF Principles with the exception of 
one statement

• There was a significant difference with 
less than 65% of participants agreeing 
or strongly agreeing with the statement 
"Our club system is wholly cohesive and 
aligned"
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S U P P O R T I N G  T H E  Y O U N G  P E R S O N :
O u r  c l u b  p r o v i d e s  e v e r y t h i n g  a  
y o u n g  p e r s o n  n e e d s  t o  s u p p o r t  
t h e m  t h r o u g h t h e  p a t h w a y



Overall, what makes a great club experience?

It feels like you belong 
somewhere that is pushing 

you to do your best
(Swimmer)

You want to be 
there! There’s no 
doubt about turning 

up to train or 
compete for them 

(Swimmer)

I think a good club should 
feel like family. They 
should feel encouraged, 

supported, listened to and 
motivated (Parent)

Don’t know, haven’t experienced 
it yet in 7 years of swimming.

(Swimmer)

You are part of a team, 
everyone striving to move 
forward as a collective. 
Having fun and supporting 
each other.

( Coach)
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What Does Good Look Like – the ingredients
COMMENTS
v The most significant theme across all questions by 

some margin was the role of communication in 
creating a good experience. This included 
communication between coaches and club 
officials, between club and parent about club 
activity and pathway activity. It also included 
communication and feedback between coach and 
swimmer

v For young people "fun" and "friendly" was 
reported with very high frequency, especially in 
relation to other groups.

v Feeling like one team or family was also very 
highly ranked

NOTES
v Word size reflects frequency used. The 

words good swimmer child club 
committee coach parent were removed as 
they were pre-fix or suffix in all cases.



In your opinion, what are the most important ingredients that create a really great club 
experience for a committee member or club official? Top words

(Note: Data not cleaned fully for image – so some generic words or word in others phrases are still there eg "good" 
See main report for cleaned top occurring words overall

Support 14

Communication 29
Friendly 8
Respect 6
Appreciation 4
Enthusiasm 3
Teamwork 8
Volunteers 3
Planning 2
Transparency 2
Collaboration 2
Commitment 2
Good coaches 2
Honesty 2
Being heard 2
Inclusion 2
Friendly 2
Integrity 2
Team spirit 2
Friendliness 2
Friendship 2
Openess 4
Enjoyment 2
Honesty 2
welcoming 2
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In your opinion, what are the most important ingredients that create a really great club 
experience for a coach - Top words

Row Labels
Count of 
no

Support 14
Communication 9
Supportive parents 8
Supportive committee 7
Trust 5
Fun 4
Parental support 3
Respect 3
Passion 3
Engaged swimmers 3
Empathy 3
Supportive parents 3
not sure 3
Structure 2
Training 2
Committee support 2
Friendly 2
Respect 2
Drive 2
approachable 2
Hard working swimmers 2
Enthusiastic 2
Knowledge 2
Positivity 2
Training 2
Dedication 2
Motivating 2
Structure 2
Appreciation 2
Support from the Head Coach 2
Organisation 2
Communication 2
CPD opportunities 2
Teamwork 2
Encouragement 2
Experience 2
Pool time 2
Knowledgeable 2
Inclusion 2

Note: Data not cleaned fully for image – so some generic words or word 
in others phrases are still there eg "good". See main report for cleaned top 
occurring words overall



In your opinion, what are the most important ingredients that create a really great club 
experience for a parent? Top words

Note: Data not cleaned fully for image – so some generic words or word in others phrases are still there eg "good" 
See main report for cleaned top occurring words overall

Row Labels
Count 
of no

Communication – inc Great 
Clear 137
Friendly 26
Support/Ive 25
Inclusivity 23
Fun 9
quality/good coaches 
and coaching 59
Encouragement 7
Safety/safe 11
Feedback 6
Team spirit 4
Progression 4
Trust 4
Welcoming 4
Information 4
Facilities 7
Community 4
Ambition 4
Openness 3
Organisation 3
Supportive coaches 3
Transparency 3
Teamwork 3
safe environment 3
Respect 3
Professionalism 3
Safety 3
Friendship 3
Involvement 3
Flexibility 3
Feedback from coaches 3
Friendly atmosphere 3
Caring 3
Encouragement 3
Cost 3



In your opinion, what are the most important ingredients that create a really great club 
experience for a swimmer? Top words

(Note: Data not cleaned fully for image – so some generic words or word in others phrases are still there eg "good" 
See main report for cleaned top occurring words overall

Fun – Having Fun 71
Encouragement 31
Friends – Making Friends 45
Friendly 21
Support 25
Good Coaching / 
Coaches 27
Team spirit 10
Enjoyment 16
Inclusive 21
Communication % 
Feedback 11
Feeling Safe – Safe 
environment 10
Progress 4

Opportunities to 
compete 4
Progression 4
Development 4
Challenging 4
Commitment 4
Positive attitude 3
Variety of sessions 3
Opportunities 3
Good facilities 3



Think back to a time when you believed that something in a participant's experience could be improved or 
was an issue. What did you do? What would you do now?

ANSWER CHOICES What Did You Do? What Would 
You Do Now?

Had a quick chat with the coach 
or head coach

56.0% 70.0%

Kept a closer eye on it - be more 
aware to see if it continues to be 

a cause for concern
31.3% 32.3%

Had a quick chat with a club 
official

19.7% 33.5%

It's never happened/Not Likely 16.6% 1.7%

Formally emailed the coach or 
Head Coach

15.9% 25.7%

Formally emailed the appropriate 
club official or officials

15.2% 26.0%

Raised it in the regular meetings 
that take place

10.8% 13.2%

Talked to staff at the pool 9.3% 8.3%

Other (please specify) 8.1% 9.3%

Raised it with Swim England staff 5.4% 13.0%

I didn't know what to do 3.2% 3.2%

Sent an anonymous feedback 
message or email

0.7% 3.4%

Added it into the regular member 
feedback survey

0.73% 2.0%



In the past Now
Chat to Welfare Officers 3 Discuss with Welfare Officer 4

Ignored It 1 Find a better club / leave 3

Again I think it is difficult to know who to go but again communications have improved massively recently No point / nothing they do not listen / Nothing will change at this club / Previous experience suggests they would ignore the issues, 
therefore I have low confidence that anything would be done or changed as the club takes the view they are always right!

3

Could not have quick chat with coach as coach was the issue. Could not have quick chat with head coach as they are never available Any issues that we have are relayed to the Welfare Officer for comments and also to see if a formal pathway is required

Don’t bother as nothing happens No point in reporting chair doesn't listen./ they think they are perfect 3
As we are currently run by our assistant coach, I don't believe that this incident would now occur as we have a more open and

approachable relationship with this coach. The committee is also more open and transparent and I feel that my son and I could easily 
raise any issues that we may have.

Also got my son to talk to the coach himself Ask how we could improve the experience and discuss with the rest of the club.

Head coach made all of the above option impossible as should his authority be questioned he would bully the swimmer in question. Await further improvement at the club I have removed my swimmers

I am the type of person that I will go straight to the source to sort the issue out, however, with previous club this was not always 
met favourable with the head coach

Get my parents to speak to the committee

I even involved teachers and school staff because it was a boarding school I am no longer involved with the Club as the Coach doesn't want anyone involved that might do a better job than he can....
I raised an issue with the West Midlands welfare person as an issue was not not effectively resolved - they did not bother to 

respond...
I would always seek to resolve and issue verbally before emailing. In the case of a serious issue such as a safeguarding breach, I would 

raise it with Swim England staff so that there was external notification of the issue.
I think a Welfare Officer should keep things confidential and not discuss them outside of the parties concerned, unfortunately this is 

not the first time this has happened
I would email and wouldn't expect anything to happen then go directly to a national newapaper

Issues and concerns raised but not fully addressed and still continues. Difficult as one member of the management team is the issue. Ignored it

Little confidence Swim England would support and are keen to find someone to blame for the situation. initial stages, but if things don't change, I would look to escalate appropriately

Note: the chat with the coach had to be escalated to the other methods. It would depend on the issue and what type of issue it was but not had this experience and usually the coach would b first person I spoke 
to

Nothing, fact of life that you need lots of kids to get fees to pay for running of club Little confidence Swim England staff will provide support, rather they are keen to apportion blame on some willing volunteer.
Raised it at committee meetings, asked if surveys could be asked of parents/ swimmers/ those leaving the club. Maybe ask my son to ask the coach ?

Our child is SEN. Their needs are rarely met
Supported swimmer (son) directly. Put it on the swimmers feedback area on the individual training memory stick so only head coach had access to it.

Swim England did nothing in regards to a big safeguarding problem, the club followed swim England and child is still swimmimg Raise with SE only if necessary

The issue was picked up and dealt with before I had to take any action The club team from coach to helpers are always approachable and always hear you out and help.

This did not occur at Oswestry Otters but at Ellesmere College. We came from the Isle of Man where support, and particularly welfare of swimmers was non existent. Complaints about the coach and 
committee aren’t listened to in swim north west - I hope if there are future complaints swim England act.

This was at a previous club, before we merged with the other two clubs. Will probably leave. Concerns are not taken seriously. Coach is not held to account for his actions.
Waste of time, chair doesn't listen! Would comfortably do any of the above depending on the situation

We are a new club, so very little experience. As a very small Masters club, we work through consensus and agreement. wouldn't bother as literally nothing is done and not even a reply
We deal with issues raised with proportionality, usually dealing with issues in a low key manner unless of course there is need to 

escalated the incident which we will.
If any issues are raised they are dealt with a.s.a.p.

We had issues at another club and moved to my daughters current club
Whilst I did have a quick chat with the head coach, regarding a medical matter, I found him to be very unapproachable, formidable 

and he had the 'he knew best' attitude. My son asked me not to speak to him again, and he dealt with this coach by avoiding as 
much as possible. My son asked for mee not to say anything else as he didn't want any retribution from this coach.

Think back to a time when you believed that something in a participant's experience could be improved or 
was an issue. What did you do? What would you do now? Other Responses Summarised



Overall, what makes a great club experience? (1of6)
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