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	1.
	Purpose

	The revenue generated from membership fees is an important source of income for Scottish Swimming amounting to c£350k per annum (with a target for next year of £365K).  The income allows us to leverage funds from other partners, including sportscotland.  Our annual budget, including membership income, is spent on support for swimmers at every stage of the swimmer pathway, including a swimming development tool box, swiMark (a club development resource), teacher and coach education, and performance programmes. 
It is important that the governing body remain customer focused in the management of its members and the collection of the fees.  The purpose of this paper is to outline a number of draft options for feedback on membership management. 


	2.
	Background

	A Scottish Swimming membership project group has been in place for a number of years, putting forward suggestions for feedback in advance of proposals going to the AGM.  Previously accepted  recommendations include, for example, the addition of the “teacher and coach”, “tutor” and “swim school” categories.  

In 2007-08, the group looked at introducing two new categories for non competitive club members, i.e., members that do not compete at the intra club level and above.  Feedback was not supportive of this approach at the time with concern over swimmers remaining in the cheaper category even though they should be competing to progress along the pathway appropriately and over the potential threat of significantly lower membership income.  As a result, the proposal never reached the AGM.
In 2008-09, a proposal from the floor was brought to the AGM that reconsidered a similar model to that outlined above.  Further changes were suggested for simplifying the non swimmer categories (officials, volunteers, teachers and coaches, tutors).  While these proposals were not approved on the day, it was agreed that the intentions behind the proposals were sound, and a solution should continue to be sought.



	3.
	Defining the Problem 

	The current membership project group have considered whether a change is needed to our existing membership model.  The group believes there may be a better way to structure our members.
The Problem 

· Defining the swimmer categories by age is both administratively intensive and confusing for the clubs secretaries and the Scottish Swimming staff.
· Previous suggestions of creating a competitive and non competitive category are no easier to manage than a definition split by age.  
· When considering pricing, those swimmers entering the sport may not be those most at risk of being lost to swimming, particularly through a higher fee; it is perhaps those who have for whatever reason decided they do not want to compete in the club environment whom we must consider creatively to retain.

· The current funding model involves the non competitive swimmers subsidising those at the performance end.  This can be seen as unfair by some and necessary by others.  We have considered both perspectives in our options.

· The non swimmer categories can be confusing since many members are in multiple categories.

· The non swimmer category data is held by SS irrespective of the fields selected by the member (qualifications for STOs and T&C etc), therefore we should consider whether this step is necessary.

· Anecdotal feedback suggests that some members are registering incorrectly in order to avoid paying higher fees.  This reduces the Association’s income, can endanger the insurance of the club as a whole, and is unfair to those clubs whose members are registered properly.

The above challenges have led to the below principles for developing draft options for consideration:

The Principles
· We should try to create a membership structure that effectively supports swimmer development.

· The structure should be simple and clear, enabling club personnel to manage the process easily.
· The fees should be as fair as possible and consistently applied, avoiding the potential of abuse.

· We should remain open to feedback to help guide us on which direction we should pursue. 




	4.
	Options for the Membership Structure 

	Given the above, the following options are considered:
4.1 Status Quo: we leave the structure as it is and consider modest fee increases that enable us to achieve our budgeted target.
The pros of this approach include: no need for club personnel to adjust to a new system.
The cons of this approach include: non competitive swimmers subsidise the competitive swimmers, system open to abuse.
Category
Current Fees
Aquatics 1
£7.20

Aquatics 2
£16.00

Aquatics 3
£29.60

Club Volunteers
£7.20
Technical Official
£7.20
Teacher & Coach
£11.85

Tutor
£30.90

Disability
£7.20

Independent Member
£11.85

4.2 Two categories: We simplify our membership categories down to two and there is a flat fee for each group set at a figure, allowing for membership numbers to remain stagnant, that equates to our membership income target of £365k.  

The pros of this approach include: more simple, not easily abused.

The cons of this approach include: non competitive swimmers subsidise the competitive swimmers, volunteers subsidise the income generating non swimmers (tutors, some teachers/coaches).
Category 

Members 

Fee 

Total Income 

Swimmer 

13,735

£24.0

£329,640

Non Swimmer

4,032

£10.0

£40,320

Total 

17,767

 - 

£369,960

***FOR THE OPTIONS OUTLINED BELOW, EXTRAPOLIATION OF FIGURES HAS TAKEN PLACE TO DERIVE THE TOTAL NUMER OF ANTICIPATED ENTRIES PER YEAR IN ACCREDITED (LEVEL 1 AND 2) MEETS.  IF THERE WAS SUPPORT FOR ANY OF THESE OPTIONS, FURTHER MATH WOULD NEED TO BE DONE AND THE FEES AMENDED TO ENSURE THE OVERALL INCOME TARGET WAS ACHIEVED
.  ONCE THE RIGHT CONCEPT IS AGREED, THE DETAIL ON THE FINANCES CAN BE COMPLETED MORE ACCURATELY. ***

4.3 Two categories + swimmer levy: We apply option 4.2, but recognize that the swimmer fee is too high for those who choose not to compete.  Therefore, we apply a lower base fee, and implement rule changes for a levy for each meet entry from licensed meets and above (data based on a small sample of clubs including their membership numbers, the number who compete, and the number of races entered).
The pros of this approach include: more simple, not easily abused, the non competitive swimmers no longer subsidise the competitive swimmers.

The cons of this approach include: risk to financial income for the Association if entries are not as high as expected, volunteers subsidise the income generating non swimmers (tutors, some teachers/coaches).  Additional financial transactions between meet organizers and Scottish Swimming would be required. 
Category 

Members 

Base Fee 

Base  Income 

Levy per race

Entries 

Total Income

Swimmer 

13,735

£17.0

£233,495

£1.0

93,000

£93,000

Non Swimmer

4,032

£10.0

£40,320

 - 

  - 

 

Total 

17,767

 - 

£273,815

 - 

 - 

£366,815

4.4 Two categories + swimmer and non swimmer levies: We apply option 4.3, but recognize that the same logic can be applied to non swimmers.  Therefore, we also apply a lower base non swimmer fee, and implement rule changes for a surcharge for non swimmer wishing to secure a license. 
The pros of this approach include: more simple, not easily abused, the non competitive swimmers no longer subsidise the competitive swimmers and the volunteers no longer subsidise the income generating non swimmers.

The cons of this approach include: risk to financial income for the Association if entries are not as high and/or if T&Cs do not progress to licensing as expected. Additional financial transactions between meet organizers and Scottish Swimming would be required.
Category 

Members 

Base Fee 

Base  Income 

Levy per race

Entries 

Total Income

Swimmer 

13,735

£17.0

£233,495

£1.0

93,000

£93,000

 -

 -

 -

 

levy per T&C license

licensed T&Cs

 -

Non Swimmer

4,032

£5.0

£20,160

£2.0

12,000

£24,000

Total 

17,767

 - 

£253,655

 - 

 - 

£370,655

4.5 Two categories + surplus for event entry subsidies: This option is based on 4.2, but considers the possibility that members would prefer to pay one larger fee up front, rather than have to make up the fees in smaller amounts later during entry payments.  The approach also aims to encourage racing by subsidizing entry fees for performance swimmers.  

The pros of this approach include: more simple, not easily abused.

The cons of this approach include: more than ever, the non competitive swimmers subsidise the competitive swimmers, and volunteers subsidise the income generating non swimmers (tutors, some teachers/coaches). Additional financial transactions between meet organizers and Scottish Swimming would be required.
Category 

Members 

Base Fee 

Base  Income 

Licensed meets

Subsidy per meet

Surplus required

Swimmer 

13,735

£31.0

£425,785

35

£2,800

£98,000

Non Swimmer

4,032

£10.0

£40,320

 

 

Net income

Total 

17,767

 - 

£466,105

 - 

 - 

£368,105



	5.
	Options on Timing 

	In addition to the ideal structure, the question of timing is also important.  Scottish Swimming is undertaking to bring back to the AGM in 2010 a model of the SASA Structure Review recommendations.  Given the importance of the Review, there could be a case made for delaying the membership proposals until 2011.  
The Editorial Board, our volunteer colleagues who facilitate all of the necessary constitutional and rule changes required stemming from the review recommendations, may also be under pressure as part of the SASA review.  Therefore, while the members might wish to vote on the membership structure in 2010, implementation might be better delayed until the following year.

The options are as follows:
5.1 Vote and Implementation for 2010 
5.2 Vote for 2010 and Implementation for 2011 

5.3 Vote and Implementation for 2011

	

	6.
	Consultation and Approval Process

	This year’s membership group involves members of the Scottish Swimming staff, volunteers, and support from Board member Danny McGowan as project sponsor.  The group have debated at length ideas for taking forward our membership structure, aiming to establish fair and sustainable member categories and fees.   The result of our discussions is captured in the form of options for member feedback, all in draft format.

Feedback on the draft proposals will be gathered up to the 15th of August from clubs and districts via the website and through an online survey.  Following the consideration of comments made, a draft paper will be put to the September Board meeting.

The paper will then be further refined and brought to the Joint Board/Council meeting in November.
Lastly, the paper will be converted into relevant recommendations for change to our membership categories, fees, and governance paperwork, all for voting upon at the 2010 or 2011 AGM.



	7.
	Resource Implications 

	All options have been detailed with the aim of achieving our targeted membership income figure as a minimum.  New risks are presented within some of the options, and we are reliant on our models of extrapolation to predict whether the income in the new format will be secured. 




	8.
	Feedback

	The membership group would value your comment on the above options for the changes to our membership structure and timing of vote and implementation.  Your contribution is vital to ensuring sound proposals go forward at the AGM in 2010 or 2011.












�Accredited meets -  meets where entries are listed onto hy-tek and meets from which squad and team selections are made.


 Level 1 – International Meets between two or more Nations, National/District Meets which include those run by Associate Members e.g. Scottish Schools Finals (not Heats), Scottish Universities finals (not Heats) etc 


Level 2 – Other Accredited Meets, Regional Events, Club Open, Invitational Meets, Inter Club Meets, Club Events and/or League Matches, Grand Prix
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