
Beckenham Swimming Club
Participation of BSC Swimmers in the Beacon Programme
This note follows a meeting of the Executive Committee held on 30th September. The sole item for discussion at that meeting was the approach which the Club was to take in interacting with the Crystal Palace Beacon Programme ("Beacon"). 

To assist swimmers and their parents in making their decisions as to what they do if they have the opportunity of participating in Beacon, this note is split into three sections, as follows: 

Section 1 - This section deals with the considerations and principles which the Club has taken into account in framing its response to Beacon. 

Section 2 - This section sets out the Club's policy with regard to swimmers and Beacon, having regard to the considerations and principles in Section 1.
Section 3 - This section sets out what the Club is doing to respond to the challenge of having Beacon on its doorstep.
In addition, a very brief summary of Beacon is appended as a schedule to this note. Further details are available on the ASA's website. 
It is important for swimmers to note that, in considering the content of this paper:
(a) the members of the Executive Committee, apart from their specific roles within the Club, represented, at a personal level, a wide range of interests, including the coaches, those swimmers who were likely to be invited to Beacon, those swimmers who are never likely to benefit from Beacon plus representatives whose participation in swimming is far wider than the Club alone. Their views all contributed to the debate, without primacy being given to any particular interest. In addition, the Executive tested the coaches' views from many different angles.  It is felt that the conclusions which have been drawn properly synthesise views which are "in the best interests of the Club as a whole" (as to which, see Section 1 below); and

(b) all of the Executive Committee members have agreed the text of this note and, moreover, have agreed to act unambiguously in a manner which is consistent with the content of this note. 

Section 1 (Considerations and Principles) 
1. The overriding principle which was agreed by the Executive Committee was that, whatever decisions were taken in respect of Beacon, those decisions should be taken "in the best interests of the Club as a whole". In very broad terms, that phrase needs to encompass a number of different aspects of the Club, including its financial integrity and continued financial health, interests of swimmers across the whole spectrum (and not just the elite swimmers who might at some stage interact with Beacon) and a longer term view not just of what Beacon currently comprises but what it may seek to achieve in the future.  In addition, the Executive Committee was careful in trying to divorce its decisions from the objectives of other interested swimming bodies or the wants or needs of any particular individual or individuals. 

2. Coaching across all squads takes place in a progressive and integrated way and, in particular, in the more senior squads (Gold and Top) where the commitment becomes closer to a daily commitment, the issue of training cycles becomes important. The most obvious manifestation of the foregoing is as follows:
(a) Technique

It will be relatively self evident that a swimmer may become somewhat confused if he or she is being given different views on style and technique. 

(b) Training Cycles

In the senior squads, the importance of training cycles should not be underestimated, namely the way in which the training programmes are designed to maximise improvements, to avoid over-training, to prevent over-tiredness and to prepare for competitions at different stages of the season. For example, a heavy cardiovascular session on one day may need to be followed on the next by a lighter session concentrating, say, on technique. If the swimmer is doing too much training of a particular type, their performance will be affected. 
3. The training programmes of the coaches are in effect, their "intellectual property" and a coach's success is to some extent a function not just of their ability to communicate with the swimmers, but also the quality and content of their programmes. As such, these are not programmes which coaches do, or are expected to, share and this is the same for the Beckenham coaches as it is for the Beacon coaches. Moreover, the senior Beacon coach has swimmers from many different clubs and it is not part of his remit to integrate his coaching programmes with the Beckenham programme but, instead to coach his swimmers as a standalone objective.  There is therefore no guarantee that the Beckenham and Beacon programmes will be aligned.

4. It has always been a requisite of continuing in any squad within the Club that swimmers commit to a minimum number of sessions in that squad. In some squads it is two out of three sessions and in some (e.g. Gold) it is 4 out of 5. The reason for this, other than ensuring that swimmers progress and maintain levels of fitness, is that there has always been pressure on squad numbers and commitment to a particular squad is considered an important prerequisite to retaining that place.

5. The Club has consistently adopted a policy of requiring payment of full fees for each squad place, subject only to certain policies in respect of long term illness and separate categories of membership, such as country membership. The principal reason for this is one of financial integrity and budget planning. The Club has to pay the coaches and pool time (of the Club budget, over 90% goes on pool fees and coaches' fees). If the Club were to agree ad hoc concessions for swimmers who were not able to train full-time with their squad, the financial model would break down and the Club would soon become unviable.

6. A proportion of the squad fees paid by swimmers goes on Club expenses other than pool costs and squad coaching fees. These expenses include such things as hosting of league galas, transportation to league galas, expenses incurred for those who achieve qualification for the national championships, expenses of coaches attending galas, provision of our website, provision of a club shop, administration and financial systems, provisions of trophies and medals for Club Championships and Elementary galas. The fee structure which has been adopted by the Club recognises the need to meet such expenditure and also to subsidise various aspects of the Club. As a general statement, those who have reached the highest standard in the Club receive the greatest subsidy from the fee structure. 
7. The current Beacon fees incorporate a degree of subsidy from the ASA. 

Section 2 (Decisions)
Based on the principles listed in Section 1, the Executive Committee has reached the following decisions in respect of swimmers who wish to participate in Beacon:
1. The Club is encouraging Beacon swimmers to remain members of the Club. Beacon swimmers will still be required to pay (a) their ASA fees, (b) the Club membership fee of £52 and, if the relevant swimmer is training full time at Beacon, (c) a fee (to be set by the Committee from time to time and reviewed on an annual basis) to reflect a proportion of the other expenses referred to in paragraph 6 of Section 1 above. 
2. Swimmers who wish to split their time between training at the Club and Beacon will be able to do so, subject to being able to meet the minimum commitment required by the relevant coach in respect of their squad (for example, Gold swimmers will continue to be expected to swim 4 sessions out of 5). That is, Beacon sessions do not qualify as sessions towards the minimum commitment required by Beckenham. Coaches will continue to provide recommendations to their squad swimmers as to how many Beacon sessions would be compatible with their current squad commitments. The squads are set out so that swimmers are training along the Long Term Athlete Development guidelines set out by the ASA. If a swimmer is training more than is advised, their performance in the long term may suffer. Coaches will also be expected to comment if, as a result of participation in Beacon as well as the Club sessions, a swimmer's performance is suffering, whether as a result of the technical aspects of their swimming or as a result of over-training. For example, Tony Beckley is currently recommending to members of Top squad who have been invited to participate in the Beacon regional squad, that they limit their additional sessions to a single session on Saturday, on the basis that Sunday is a rest day and is unlikely to interfere materially with his own programme for those swimmers. For those swimmers in other squads who are invited to participate in Hub A or Hub B sessions at Beacon, the relevant swimmers and their parents should consider discussing the interaction of the Beacon sessions with the Beckenham sessions. However, whilst the Beckenham coaches will provide their recommendations, they recognise that, ultimately, subject to the Beckenham swimmers continuing to meet the minimum criteria for their respective squads, it is not for the Beckenham coach to be proscriptive about their swimmers' participation in Beacon. 
3. Swimmers who are swimming in Beacon, either full time or part time, will still be considered for team selection at Beckenham. As is currently the case, team selection will continue to be at the discretion of the coaches. In making such a decision, a coach will be hampered if he or she does not have sufficient information about the relevant swimmer and, accordingly, the relevant swimmer should consider how he or she communicates and demonstrates appropriate levels of performance (e.g. by participation in club championships or by virtue of gala results). 

4. A swimmer who has ceased training with the Club to train exclusively at Beacon will (should Beacon not work out for them) be welcome to return to squad training with the Club, subject to a squad place being available at the relevant time. However, the Club is not, for financial reasons and reasons of fairness to swimmers who remain with the Club, able to hold a place open for a swimmer who has left to swim exclusively at Beacon. There is a risk, therefore, that, for a swimmer who used to train at Beckenham and then wishes to return, a place may not be available at the time they wish to return. 

5. For those who wish to continue to train in a squad at the Club and to participate in certain sessions at Beacon, there can be no financial accommodation, for example, by way of a partial reduction in squad fees. This should not be an issue for those in the Beacon regional squad, since this is provided free, but is more likely to be of relevance to those invited to do Hub A or Hub B sessions. 

6. A swimmer who wishes to swim full time or part time at Beacon should inform the Club in writing (electronically will be sufficient) as soon as reasonably practicable, indicating (in the case of a full time commitment) if they wish to remain a member of the Club. 

Section 3 (Meeting the challenge of Beacon) 
1. Coaching support: The Club is considering the extent to which it has funds available in the current financial year to supplement certain squads with additional coaching support, enabling teaching of smaller groups to take place within a squad during a normal squad session (similar to the support Sarah currently provides to Tony in Top squad). 
2. Spinning: Spinning sessions have been booked at the Spa. Places have been offered to Gold and, thereafter, to Top, Club and Platinum. These classes are being funded by Jack Petchey money and provide a useful adjunct to pool training. If successful, further non-water based training is planned. 
3. 50 metre pool time: The intention is to arrange 50 metre pool time at Crawley both before and after Christmas. 
4. Nutritional advice and other expertise: Peggy Wellington, a nutritionist has agreed to come to the Spa one Saturday morning to talk to Gold/Top parents and swimmers who wish to attend. We hope to fix up this term, before Christmas. 
5. Christmas training: Plans are being made to provide some more targeted training for Bronze, Silver and Gold during the Christmas holidays, subject to resolving additional pool time. 
The Club Executive Committee
27.10.09

SCHEDULE
Beacon (very broadly) has a number of different squads, namely: 

(a) the Performance Squad – this is a full time squad providing circa 20 hours training per week. Swimmers apply to join this squad and pay full training fees to GLL;

(b) the Regional Squad – this is a part time squad comprising swimmers invited from regional clubs. Currently two sessions per week. This squad is free. 

(c) Hub A and Hub B – invitation squads for younger age group swimmers, currently providing two sessions a week but possibly increasing to 5 sessions (up to 8.5 hours) per week. When fully operational, intended to be a junior version of the Performance Squad. Fees payable directly to GLL. 
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