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Club Vision and Strategy

About the Club

Torfaen Dolphins Performance Centre is a Swim Wales-affiliated performance
club with a strong tradition of developing swimmers who aspire to compete at
the highest levels of World, European, Commonwealth and British swimming.
While we remain rooted in our community values, our focus is firmly on creating
an environment where talented and committed athletes can progress through a
structured pathway towards regional, national, and Aquatics GB representation.

Our coaching philosophy centres on long-term athlete development, technical
excellence, and a culture of hard work, resilience, and ambition. Swimmers are
supported from their early stages through to performance squads, with clear
expectations and progression routes designed to prepare them for national
squad selection and elite level competition.

Over the years, our athletes have achieved success at county, regional, and
national championships, with multiple athletes progressing to Swim Wales
national squads and representing at top-tier competitions. These achievements
reflect the dedication of our coaching team, the commitment of our swimmers,
and the strong performance culture that underpins the club.

We continue to build a programme that inspires pride, fosters excellence, and
provides every swimmer with the opportunity to reach their full potential,
whether that means achieving personal bests, qualifying for national
championships, or competing on the biggest stages in world swimming.

SWOT Analysis — Torfaen Dolphins Performance Centre

Strengths

e Clear performance identity — The club has a defined ambition to
develop swimmers capable of competing at Welsh and British national
level, giving clarity of purpose across squads and coaching.

e Supportive, family-centred culture — A strong sense of community
helps retain swimmers and creates a positive environment that
complements high-performance expectations.

e Inclusive pathway with strong volunteer support — Volunteers
contribute significantly to club operations, events, and fundraising,
providing stability and continuity.

e Growing reputation within the region — The club is increasingly
recognised as a performance hub, attracting motivated swimmers and
strengthening its competitive profile.



Weaknesses

Progression structure shaped by community-venue constraints —
Squad movement follows a linear pathway because pool time and space
are fixed within a community facility. This limits how flexibly squads can
be structured or expanded, rather than limiting long-term athlete
development.

Facilities reaching capacity as the club grows — Demand for water
time could exceed what the leisure provider can offer, restricting
opportunities to increase training volume, add specialist sessions, or
expand a need for a more refined performance squad.

Leadership capacity affected by family time pressures — Parents
are balancing demanding work schedules, family commitments, and the
significant time investment required in competitive swimming. This limits
the pool of people able to take on committee or executive roles, even
when willingness is high.

Operational workload increasing with membership growth — As
the club expands, administrative, coaching, and volunteer responsibilities
grow, stretching the club’s ability to maintain both community access and
performance standards without additional structural support.

Opportunities

Strengthen partnership with the leisure provider — A proactive
relationship could unlock improved pool access, long-term facility
planning, and enhanced training environments aligned with performance
needs.

Expand and professionalise the Triathlon programme — Growth in
this area can diversify membership, increase revenue, and build a broader
club community.

Position the club as a regional performance centre — With the right
support, the club can become a recognised pathway into Swim Wales
national squads.

Leverage new hosting arrangements to modernise operations —
Collaboration with the new operator may create opportunities for shared
initiatives, swimming teacher and coach development, and facility
improvements.

Threats

Operational uncertainty during the transition to leisure provider —
Changes in management could affect pool availability, scheduling, and
long-term planning, disrupting training continuity.

Potential increases in facility costs — Rising fees may impact
affordability for families and place financial pressure on the club’s
performance programme.



e Competition from neighbouring clubs — Other clubs may seek to
position themselves as performance hubs, increasing competition for
swimmers, coaches, and pool time.

e Volunteer fatigue and leadership gaps — Without additional support
structures, the increasing operational workload may place pressure on
existing volunteers at a time when strategic leadership is essential.

Club Vision and Mission
Vision

To be recognised as a leading performance swimming club in Wales, developing
athletes with the technical excellence, race craft, and competitive mindset
required to succeed on the national stage and progress into Swim Wales and
British Swimming pathways.

Mission

To provide a high-quality, athlete-centred performance programme that
supports swimmers to reach their full potential. We focus on developing strong
technique, intelligent racing skills, and a resilient performance culture, while
maintaining the supportive, community-driven environment that underpins long-
term success in the sport.

Club Strategy

Promoting Inclusion and the Joy of Aquatics

The club is committed to being a fully inclusive environment where swimmers of
all ages, abilities, and ambitions can enjoy and progress within the sport. Every
squad, from entry level to performance, plays a role in fostering a lifelong love
of aquatics and supporting each swimmer’s personal development.

Strong Communication and Collaboration

Clear, consistent communication is central to how the club operates. Effective
pathways between the executive committee, coaching teams, swimmers, and
parents ensure that expectations are understood, decisions are transparent, and
the club moves forward with shared purpose.

Partnership Between Committee and Coaching Staff

The executive committee and coaching teams work closely to align operational
decisions with the club’s performance goals and community values. This
partnership ensures that governance, planning, and day-to-day delivery all
support a stable, athlete-centred programme.



Engagement of Swimmers and Families

Swimmers and their families are active participants in the club’s culture. Their
involvement, whether through volunteering, communication, or supporting the
training environment strengthens the sense of community and helps sustain the
club’s long-term success

Strategic Objectives and Plan



Objective

(What needs to
be done?)

To renegotiate
the
memorandum
of
understanding
with the new
host provider
Halo

To explore ways Through ‘meet

of gaining
greater support
from parents in
the
Development
squad for
volunteering
and the running
of committee
duties

To ensure the

club’s income

remains stable
and solvent

Tactic
(How do you
intend to
achieve your
objective?)

Meetings
between
executive and
Halo
management

the
coaches/exec’
meetings and
coffee
evenings.

Monitoring of
membership
fees against
costs,
alongside the
use of club
organised
events.

Outcome Responsibi Timescale
(What will be lity (By when do
achieved by  (Who is you aim to
reaching your responsible have
objective?) for achieving |achieved your
this objective?)
objective?)
MoU Executive Within the
successfully Committee next six
negotiated months

and signed to
the benefit of
the club

Greater
involvement
of parents
from the
development
squads

Executive and Throughout
Head/Squad  the year
Coaches

The club will Executive
have a stable committee
financial

footing and

be able to

adapt to any

changes of

the fiscal

environment.

Throughout
the year

Financial
(How much
will it cost to
achieve your
objective?)

Zero

Minimal costs
although
there may be
a need for
training in
some posts

Minimal costs



To maintain the
high standard
of coaching
across the
squads

To further
promote a
competition
committee to
run all aspects
of TD galas

Regular coach
meetings
facilitated by
the head
coach to
ensure a
consistent
message
across squads

Encourage
greater
support of
parents across
all squads

Good morale
across all
squads and
swimmers
who are
ready to
compete with
a love of
aquatics at all
levels

An increase in
volunteer
numbers that
spreads
workload
rather than
the burden of
events
focused on
the motivated
few.

Head coach Ongoing

throughout

the year
Exec, Ongoing
coaches, throughout
swimmers the year

and parents

There will be
costs for
training as
new coaches
are identified
or skills need
updating

Minimal costs



Why Membership Growth Matters for a Performance Club

Sustained performance at regional, national, and British level depends on a
healthy, continually renewing talent base. Growth isn’t just about numbers, it’s
about ensuring the club has the depth, diversity, and stability needed to keep
producing high-level swimmers year after year.

Three core reasons make this strategically important:

e Performance sustainability — A broader membership base increases
the likelihood of identifying and developing swimmers with the potential to
reach national squads and elite competition.

e Pathway strength — More swimmers entering at younger ages
strengthens the entire pathway, ensuring each squad has the depth
needed for competitive training environments.

¢ Financial and operational resilience — A stable or growing
membership supports the club’s financial health, enabling investment in
coaching, equipment, and additional pool time.

Strategic Rationale for Growth

Talent Pipeline Development

Recent successes create momentum and visibility. Capitalising on this by
attracting new swimmers ensures the next generation can follow the same
pathway to national-level performance.

Strengthening the Club’s Future

Growth helps avoid stagnation, reduces the risk of gaps in age groups, and
ensures the club remains competitive within the region and nationally.

Leveraging Success for Recruitment

High-profile achievements, national qualifiers, and strong performance squads
are powerful tools for attracting new families and swimmers. This is the ideal
moment to build on that reputation.

Supporting Facility and Partnership Negotiations

A growing membership strengthens the club’s position when negotiating with
host providers for more pool time, better scheduling, or long-term facility
planning.



Governance

Committee Members

Management
Commiittee

Other Required
Positions

Optional Positions

Chairperson
Vice Chair
Secretary
Treasurer

Welfare Officer

Competition Officer

DBS Officer
Membership Officer
Inclusivity Officer

Techie Team

Volunteer Officers/Meet
Managers

Social Media Manager

Social Media Officers

Lewis Roberts
Justin Watts

Steve Banks
Stephanie Titchener

Laura Ellis

Sarah Louise Spinks

Thomas Spinks
Helen Hopkins
Suzanne Willis

Thomas Spinks
Steve Banks

Mark Willis

Annmarie Roberts

Caroline Palmer
Ray Morgan

Suzzie Willis

Lewis Roberts



Swim Wales Governance Compliance

1) Does the club have a signed and up-to-date Swim Wales Club Constitution

in place?
Yes X
No O

2) Does the club fully adhere to Swim Wales rules?

Yes X
No O

3) In what month does the club hold its AGM?
April

4) Does your club have a dedicated equality, diversity and inclusion policy
that is available to members?

Yes x
No O

5) Has the Welfare Officer completed the ‘Time to Listen’ training?

Yes X
No O

6) Do all volunteers at your club hold a current safeguarding certificate?
Yes O

No X
*Club ensures that all coaches who are poolside hold a Safeguarding qualification.
7) Do you have a club welcome pack?

Yes X
No O

8) Do you have the Swim Wales club guide accessible for members?

Yes X
No O

9) Does your club have the Swim Wales Child Safeguarding Policy (SWCSP)?

Yes X

No O



10) Do your members, parents and workforce sign a code of conduct?

Yes X
No O
11) Is your club fully aware of Swim Wales rules, policies and
procedures and where these can be accessed?
Yes X
No O
12) How does your club monitor the status of members’ DBS and

safeguarding certificates?

We have a welfare team that monitors DBS compliance across all squads



Membership and Volunteers
Membership Numbers and Recruitment

Overall membership

Membership Type/Role

Total

Club - coach 18
Club - competitive 120
Club - training -
Club - volunteer 51

Development

Covered in competitive

Other

15

Total members

204

Coaches
Level
Level 1 (Assistant Coach) 16
Level 2 (Coach) 6
Level 3 (Senior/Head Coach) 1

Swim Wales Leader

Technical Officials

Role
Starter 6
Referee 2




Timekeeper/Judge 28

Team Manager 3

1)

2)

3)

4)

What percentage of its overall capacity is your club currently operating at?

The club is currently operating at 80% capacity. This is due to issues
within leisure facilities restricting the club. The club has ambition to reach
150 swimmers which would mean operating at 100%.

How does your club recruit new members (including swimmers, volunteers
and Management Committee members)?

Through Learn to swim programmes hosted by Torfaen Leisure Trust and
through word of mouth and an up to date website

On average, how long do swimmers remain affiliated with your club?
Several years
What is the main reason swimmers leave your club?

Moving on to university/employment or participation in another sport

Membership & Volunteer Data Audit

1)

2)

3)

4)

Is all membership information up to date on JustGo, including having
people assigned to the correct volunteer/committee/coaching roles?
Yes x

No O

Does your club have an up-to-date database of volunteers?

Yes x

No O

Do you offer training opportunities to volunteers?

Yes x

No O

Are you aware of continuous professional development (CPD)/training

opportunities available for members?

Yes x

No O



Athlete Provision and Pathway

1)

2)

3)

Does the club have a clear pathway available that is regularly
communicated with athletes?

Yes x

No O

Does your club currently offer Para Swimming?

Yes x

No O

Would you like to offer any aquatic provisions or sports in addition to

those your club currently offers? If so, please state:

Unfortunately due to pool restrictions this is not possible



Finance, Facilities and Partnerships

Swim Wales Financial Audit

1) Has the club submitted annual accounts to Swim Wales for the previous

12 months?
Yes O
No X

*Club will submit Annual Accounts once the Annual General Meeting takes place in April.
2) Has the club paid all annual affiliation/membership fees?

Yes x
No O

3) Is 100% of your club revenue generated from club membership fees?
Yes O

No X

Membership just falls short of outgoings. This is constantly reviewed by the executive
committee and finances are stable

4) What grants and alternative funding avenues (if any) does your club use?

The club has gained grants from the Tesco Community Fund and various
other local initiatives

Facilities

Please complete the below table with the relevant information for every facility
your club uses.

Facility 1 Facility 2 Facility 3
Operator name TLT/Halo TLT/Halo TLT/Halo
Pool hire cost Pontypool Active Fairwater Cwmbran Stadium
er lane, per Livi
I(1I:>ur) ' P ving Centre £12.25 per lane £12.25 per lane
£12.25 per lane
Total number of 26 hours Currently Out of 2 hours
hours per week Operation
used

Current and Emerging Partnerships

The club has historically maintained a close and productive working relationship
with Torfaen Leisure Trust (TLT), which supported access to facilities and



helped enable the delivery of our aquatic programme. With the recent transition
of centre management to Halo Leisure, the club is now entering a new phase of
partnership development.

Transition to Halo Leisure
Halo is now the primary operator of the facilities the club relies on. As such,
establishing a strong, collaborative working relationship with their management
team is essential. The club has already initiated contact and is seeking formal
meetings with Halo’s leadership to:

e Understand their operational priorities and long-term plans for the centres

e Communicate the club’s performance ambitions and facility needs

e Explore opportunities for shared development of aquatic activity in

Torfaen
e Ensure continuity and stability for swimmers during the transition period

Strategic Importance of the Partnership

A strong partnership with Halo will be central to:

Securing appropriate pool time for all squads

Supporting the growth of the club’s membership

Enabling long-term planning for performance pathways

Ensuring the sustainability of aquatic provision in the community

This transition presents both challenges and opportunities, and proactive
engagement with Halo will be key to ensuring the club can continue to deliver
high-quality, inclusive, and performance-driven swimming programmes.



Marketing and Communication

Does your club have a website?

Yes x
No O

Which social media channels does your club currently utilise?

Instagram and Facebook

How does your club communicate with members?

The club uses Team Stack, website and newsletters and is transitioning to Swim
Club Manager which has noticeboard and email capabilities.

Does your club hold regular social events?

Yes X

No O

Completed by: Steve Banks (Club Secretary) & Lewis Roberts (Chairman)
Date: 30th March 2026



