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1. Introduction

This document sets out the Scottish Sub Aqua Club’s plan for 2008-2010 by stating what we
hope to achieve, how we will go about achieving it and the investment required. The plan will
focus and direct the work of all those in our organisation and will be driven by our Board. It
also highlights our contribution to Reaching Higher, the national strategy for sport, and the
aims of Sportscotland.

2. Organisational Overview

The Scottish Sub Aqua Club (SSAC) was formed in 1953 and is one of the oldest diving
organisations in the world. It is the governing body for the sport of recreational scuba diving
in Scotland and has a excellent safety record.

In December 2006, SSAC completed the
transition to a company limited by guarantee.
This process was the result of several years of
effort by the General Committee and support
from Sportscotland. The new organisation is now
managed by a Board of Directors, consisting of 9
Directors elected by the members on a three
year rolling cycle of three per year. The current
Board have appointed a management committee
known as the General Committee with the role of
day to day management of SSAC.

The National Diving Officer (NDO), a Director, is advised by the National Diving Council
(NDC), a group of experienced Members elected annually by the membership. The SSAC
training schedule offers three diver grade awards; Sport Diver, Master Diver and First Class
Diver and three instructor grade awards; Branch, Regional and Examiner.

The Club operates its headquarters at the Cockburn Centre in Glasgow, staffed by 2 part
time administrators. The Club publishes a bi-monthly magazine, Scottish Diver, as well as
training manuals, logbooks, and other items. The Club maintains a regularly-updated,
website at www.scotsac.com.

The Club has eight categories of membership ranging from junior snorkeller to full diving
member. Membership, over the past ten or so years, has remained relatively static at around
1600 members in some 70 branches.

3. Mission and Vision

3.1. Mission Statement
The mission of the Scottish Sub Aqua Club is:
To enable the safe enjoyment of our underwater world
To offer the development of diver skills in a planned and progressive structure
- To make the sport more wide available
3.2. Vision
It is our vision that as a Company within 5 years we will:
- be the first choice for learning to dive in Scotland
continue to develop courses and products that are relevant to our Members
increase the number of Scottish Divers who are members of SSAC
to develop and maintain our volunteer structure of coaches and instructors
be synonymous with diving in Scotland
raise the profile of diving in Scotland and be the voice of diving in Scotland
be a first choice consultant on the underwater environment
increase our international recognition
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4. Planning Process

This planning cycle commenced in autumn 2006 when we
conducted a full member survey on a range of issues. We have
also consulted with a number of key individuals within our
organisation and conducted creative planning exercises with
the existing Board. This first draft of the plan is now being
circulated to our Members to consult on the main issues.

We were delighted to achieve many of our targets in our
previous plan (2006-2008) within the first two years, although
we do still have a number of areas to continue developing and
any outstanding areas have been incorporated in this 2008-
2010 plan.

The Board of SSAC have opted to commence this iteration of

our planning cycle one year early for a number of reasons.

Firstly, changes to the investment process from Sportscotland

results in an option for multiple year ‘in-principle’ funding where

a governing body is able to demonstrate long term planning. We also wish to take advantage
of the new Board responsible for running the organisation.

5. Current Position
The following SWOT (Strengths, Weaknesses, Opportunities and Threats) analysis provides
a good foundation upon which to build out plan.

STRENGTHS

WEAKNESSES

Branch network
Strong Volunteer base
Free training
Recognised as Governing Body
Club equipment
Insurance
Company limited by Guarantee
Quality and variety of diving in Scotland
Scottish Diver
Junior Snorkel award
Merchandise
Pro-active Board and NDC
Training materials
Links with Sportscotland
Robust infrastructure

Communication
Low internationally recognition
Lack of ambition within Branches
Lack of instructors
Branches with very few members
Difficulty in recruiting volunteers
Low public profile of diving
Slow to respond and implement change

OPPORTUNITIES

THREATS

Development of website
Wider circulation of Scottish Diver
Further develop links with Universities (e.g.
Student placements)
Duke of Edinburgh / Uniformed groups
Promotion in Schools
Junior Snorkel award delivery
Merchandise
Greater offering to technical divers
Specialist courses (e.g. Nitrox, archaeology,
photography etc)
Improved communication
Funding assistance for Instructor courses
Diving Conference
Review of Training schedule
Support to Branches
UK Coaching Certificate (UKCC)

Branches may disagree with the direction of
SSAC
Unable to recruit volunteers
Member loosing enthusiasm
Other diving organisations
Uncertainty over future of Sportscotland
Lack of volunteers makes it difficult to implement
plan
Loss of funding from Sportscotland
Diving accidents and / or litigation
Headquarters location
Changes to disclosure requirements
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6. Strategic Development

6.1. Introduction
The recent planning process has identified the following six development areas within SSAC.
Membership and Participation
Coaching
Training
Communication
Marketing
Corporate Governance

Within each of the development areas we have stated the relevant key aims and
background. The activities listed provide the opportunities to achieve the aims and are
measured using key performance indicators. The activities in each of the development areas
are prioritised and listed in a time verses priority matrix within this plan. It is possible that
each of the six areas above could be appointed to a different Director who will have
responsibility of delivering that specific area of the plan and monitoring progress.

6.2. Membership and Participation

SSAC is one of a growing number of diver training
organisations in the UK. The main competitors for club
based training by volunteers are BSAC and SAA, with
PADI providing commercial diver training. In addition,
there are many divers with qualifications who are no
longer part of an organisation and continue to dive. SSAC
operates through “Branches” and this network offers
Members the chance to have a local identity. Belonging to
a Branch provides Members with a sense of belonging to
a ‘diving family’. Preserving and encouraging membership
is something we are very conscious of and over the next
three years it is our intention to continue monitoring the
needs of the members and delivering against those
needs. Whilst SSAC is predominantly a training
organisation, it must ensure delivery of benefits to
members who currently have qualifications and are not
seeking immediate further training.

Members receive a range of benefits as a result of joining SSAC. There is scope for
providing additional benefits and adding value to membership. November 2007 saw the re-
introduction of a dive conference open to all divers of Scotland and beyond. It is hoped that
this will feature in the annual calendar in the future and also include an evening social event.

Membership levels have declined over the last 10 years, although our method of recording
membership information has also changed and therefore caution must be advised when
analysing information. The Board now review membership data monthly, monitoring
membership categories and Branch membership numbers.

A small number of Branches already have links with uniformed groups (e.g. Scouts),
providing annual try-a-dive sessions in the local pool. This is useful, not only in promoting the
sport and SSAC, but in increasing participation of young people in sporting activity. In the
coming years, we will consider further opportunities to link with similar groups. SSAC
currently have a semi-portable training pool, suitable for setup at multi-day exhibitions and
events. This has proven very popular in the past generating interest amongst children and
young adults.

SSAC already works with partners and stakeholders and those with common interests in the
marine environment including the Marine Conservation Society, HM Coastguard, British
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Diving Safety Group, Combined Diving Agencies, Historic Scotland and Nautical
Archaeological Society.

6.2.1 Aims

Increase participation in diving and snorkelling
Increase membership of SSAC

6.2.2 Activities
Scottish dive week or ‘refer a friend’ promotion
Inter-branch diving, regional and national events (including Summer solstice)
Online application and renewal for Membership and greater use of website
Increase links with ‘uniformed’ and other youth groups (e.g. Scouts) to promote
participation
Annual dive conference and social activities (e.g. annual ceilidh)
Develop and maintain links with other organisations to promote marine environment
and deliver events of interest
6 2.3 Key Performance Indicators
Membership growth of 5% per annum, achieving 1575, 1653, 1736 Members in 2008,
2009 and 2010 respectively.
Conduct 400 try dives per year
Recruit sufficient junior snorkel members to allow increase in Members in line with
growth figures shown above
Scottish dive week by 2009
Online Membership application and renewal by 2010

6.3. Training

The Scottish Governments drive to improve health and well-being across all groups by

increasing participation and achieving excellence, especially in younger participants provides
the opportunity for SSAC to encourage participation at all levels and aspects of our sport. We
therefore require a diver training programme which provides the opportunities for all.

The existing diver training schedule contains
a Snorkel Diver, Sport Diver, Master Diver,
and 1% Class Diver awards, accompanied by
a number of specialist endorsements. There
are three instructor awards available; namely
Branch Instructor, Regional Instructor and
Examiner. The National Diving Council has
embarked upon a full review of the diver
training schedule over a 3 year period.

In 2006, SSAC launched its new Junior

Snorkel Award, aimed at 7-14 year olds. The

award is currently available via some of our

Branches and an opportunity exists to widen
the delivery of this award by partnering with local authorities, schools or youth organisations.
Also in 2006, SSAC launched a full standardised series of Sport Diver lecture materials and
associated notes. Work has already commenced on similar materials for Master Diver award.
It is proposed to lower the minimum age limit required to participate in sport diver training to
14 yrs during 2008, opening opportunities for a greater number of participants.

The Branch structure works well where a good core of volunteers is encouraged to
participate. Volunteer retention is never easy and requires to be thought through in terms of
the overall package of support and training that the company provides. Celebrating the
success of volunteers and sharing that with the broader membership in some way could
help. We also must consider where our next batch of volunteers is coming from and how we
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can provide them with incentives to become involved.

6.3.1 Aim

To offer a diver training programme, accessible to all and supported by a network of
Instructors.

6 3.2 Activities

Increase the delivery of junior snorkel award via Branches
Delivery of junior snorkel award via other parties

Regional and national training days

Try dive events

Develop and publish standardised Master Diver Lecture materials
Review of training schedule

Develop training materials in DVD format

Continue to monitor and review courses using evaluation form

6 3.3 Key Performance Indicators
Achieve a growth of 5% in Members holding specific qualifications
Increase the number of Branch Instructors by 14, 15 and 15 in 2008, 2009 and 2010
respectively.
Increase the number of Sport Divers by 30, 31 and 33 in 2008, 2009, 2010
respectively.
Increase the number of Master Divers by 17, 17 and 18 in 2009, 2009, 2010
respectively
Qualify 1 junior snorkel member per annually
Qualify 1 1% Class Diver in 2009
Launch of master diver lecture materials by end of 2008
Completion and implementation of Training schedule review by end of 2010

6.4. Coaching

A network of Regional Coaches provides
support to Branches by monitoring and
verifying training, performing assessments
and supporting other training requirements.
Regional Coaches are also a vital link
between the National Diving Council and
Branches and support must be maintained
for such personnel.

An opportunity also exists to provide those
taking part in training and instructor courses
with information on grants and sponsorship.

6.4.1 Aim

Provide more mobile support to Branches through Regional Coaches and Examiners

6.4.2 Activities
Provide qualified Regional Coaches and Examiners
Promote inter-Branch relationships, mentoring and support
Provide coaching support to Branches as required
Consider alignment with UK Coaching Certificate to further promote value in SSAC
gualifications
Develop an instructor incentive and reward scheme.
6 4.3 Key Performance Indicators
Qualify 3 new Regional Instructors annually
Qualify 1 new Examiner annually
All Branches to have an appointed Regional Coach or access to regional instructor
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support if required.

6.5. Communication

SSAC currently communicates with its Members principally via our website and bi-monthly
Scottish Diver magazine. Official correspondence is also included as inserts to Scottish Diver
or via separate postal mail and we have an email mailing list with 450 subscribers.

The SSAC official website www.scotsac.com has been
operational for over 8 years and receives around 80 visitors
per day. Work has already commenced on a major upgrade to
the website providing information in a more user friendly
manner and also access to over 50 years archives of Scottish
Diver articles. Scottish Diver is managed and published on our
behalf by a third party with content being provided by our
Members and officials.

Since 2005, we have published the minutes of Board and
National Diving Council meetings on our website to allow all
Members visibility of our activities. Also in 2005, we launched
‘Have Your Say’, as an opportunity for Members to contribute
their views to the organisation or ask questions directly to
members of the Board or National Diving Council.

It is important that we improve our communication with Members and specifically with key
post holders such as Branch Diving Officers, Branch Secretary’s and Regional Coaches. A
transition to e-communication will permit wider implementation and more timely and cost-
effective communications.

6.5.1 Aim

To communicate effectively with our Members and stakeholders

6 5.2 Activities
Maintain and develop an up to date website
E-newsletter and mailing list
Publication of Board and NDC minutes
Assist Branches with web presence where they are unable
Implement e-communication between HQ and Secretaries/BDOs/RCs
Strengthen the website’s relevance with additional features
Continue to publish Scottish Diver bi-monthly

6.5.3 Key Performance Indicators
Increase website visitors by 5%, averaging 83, 87 and 92 visitors per day by 2008.,
2009 and 2010 respectively.
Increase first time website visitors by 5%, averaging 33, 34 and 36 visitors per day by
2008, 2009 and 2010 respectively.
To increase the frequency
To increase the quality
To make email the primary means of communication by 2010
New website by 2008 with Scottish Diver archive by 2010
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6.6. Marketing

As the national governing body for diving,
the Scottish Sub-Aqua Club (SSAC) should
aim to be synonymous with diving activities
in Scotland. Marketing of SSAC s
important to raise awareness amongst
current members and potential future
members. At a central level, SSAC should
be responsible for promoting the sport in
Scotland and in particular the role SSAC
takes to facilitate activities of diving in
Scotland.

Many Branches perform local marketing

and advertising to recruit new Members.

An opportunity exists to provide Branches with materials and resources to improve this local
marketing. During 2006, SSAC launched a range of branded leisurewear via a partner
organisation, providing a service to Members, whilst serving as a marketing tool.

6.6.1 Aims
To attract new Members by raising the profile of SSAC within the diving community
and general public.
To raise the profile of SSAC within the diving community and general public

6.6.2 Activities
- Maintain and develop Scottish Diver magazine
Provide branded merchandising through our partners, enhancing the range.
Merchandising
Attend diving industry networking meetings to liaise with other partners and
stakeholders
Participation in national dive shows and other relevant events.
Try dive pool
Scottish Dive week
Branch marketing pack

6.6.3 Key Performance Indicators
Achieve wider distribution of Scottish Diver of 100 copies per issue.
Branch Marketing Pack
To have Scottish Dive week by 2009
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6.7. Corporate Governance

Now that we are a company limited by guarantee it is important to build on this through
continued diligence and by adopting a more business like approach to the decisions we
make. This we can do by implementing policies and strategies that will inform and guide
future Boards in good corporate governance.

Child Protection remains an important issue in all aspects of sport and volunteering. SSAC
first introduced our Child Protection policies in 2003 and in August 2007 signed up to the
2006 Accord for the Protection of Children in Scottish Sport. This further demonstrates our
commitment to child protection within our sport, and requires a number of activities to be
included in our plan. SSAC already work with a number of partners and stakeholders in child
protection and will continue to do so in order to adapt to forthcoming legislation changes.

At present, our headquarter premises in Glasgow are leased from Badminton Scotland. We
have identified that the facilities do not meet the needs of the organisation in the future and
require modernisation. Furthermore, due to increasing staffing within Badminton Scotland,
our landlord is unable to offer a suitable extension to our lease. The Board is currently
considering the options available but it is prudent to include a potential relocation of our HQ
within this plan.

Our financial position remains acceptable and steady over recent years. This has allowed
SSAC to accumulate an operating reserve equivalent to six months operating costs.
Membership accounts for 67% of income with 22% from grant income, 5% from training
courses and 3% from Scottish Diver.

SSAC works with a number of partners throughout the diving community and public sector to
share best practice, safety and respond to consultations.

As an amateur organisation, SSAC is managed and run by volunteers. To support the
membership administration, we employ part time staff at our HQ. It will be necessary to
maintain staffing levels, providing appropriate training where necessary.

In preparation for incorporation, the General Committee worked with Sportscotland’s financial
and human resource partners to develop role descriptions for key posts on the new Board
and NDC. We need to extend this work to more roles within SSAC to ensure an
understanding of responsibility

As an amateur organisation, SSAC relies
heavily on volunteers to perform a wide
range of functions. Many volunteers in
SSAC hold multiple roles for a duration of
time and become overloaded. Identifying
volunteers  with  suitable  skills and
experience and time commitment has
always been a challenge and managing the
activity of volunteers will remain a challenge
in the coming years.

Providing support for volunteers is an

important element in sustaining volunteer

interest. We should perform research

amongst our existing volunteers to determine the services that would have real value for
them.
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6.7.1 Aim

To run a professional and financially viable governing body with robust policies and
procedures to meet the needs of our Members and stakeholders.

6.7.2 Activities

Provide suitable training on child protection to those concerned.

Development of a Board induction pack which will include contact information,
minutes of meetings, job descriptions, development plan, relevant policies, M&As and
Byelaws.

Regular reporting from all Board members, Administration staff and other key post
holders

Continue to implement a financial planning, budgeting and review process

Foster and maintain good relations with key stakeholders and partners, including
Sportscotland, Scottish Sports Association, Children First, the Child Protection in
Sport Service and other UK diving organisations

Consult with Members and Branches on key decisions

Ensure compliance with H&S HQ

Relocation of SSAC headquarters

Employ and develop suitable

Staffing at our headquarters.

Develop, Implement and Review

appropriate policies as necessary to

meet the requirements of legislation

and best practice.

Ensure appropriate insurance and

protection is in place for our

Members and Officers

Develop a disability policy

Respond to consultations from

Scottish and UK Governments and

other relevant parties.

Upgrade existing membership database, potentially utilising the output from
Sportscotland data co-ordination project.

Obtain support in finance, legal, marketing, and human resources from appropriate
advisers e.g. Sportscotland Expert Resource Team.

6.7.3 Key Performance Indicators
To have an action plan for child protection by end of 2008
To achieve minimum operating requirements for child protection by end of 2009
Annual budgets prepared and approved prior to each year end
Maintenance of staffing levels, suitably qualified
Maintain a financial reserve
Relocation of headquarters
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7.

Activity Matrix

2008

2009

2010

- Relocation of SSAC headquarters

- Employ and develop suitable
Staffing

- Prepare an action plan for child
protection

- Develop and publish standardised
Master Diver Lecture material

- Achieve

minimum
requirements for
protection

operating
child

- Increase the delivery of junior

snorkel award via Branches

- Try dive events
- Review of training schedule

- Provide

coaching
support to Branches as
required

- Provide suitable training on child protection to those concerned.

- Ensure compliance with H&S HQ

- Obtain support in finance, legal, marketing, and human resources from appropriate advisers
- Provide qualified Regional Coaches and Examiners
- Maintain and develop an up to date website, strengthening the website’s relevance with additional

features

- Improved communication with BDOs / RCs
- Maintain and develop Scottish Diver magazine

- Regular reporting from all Board
members

- Annual dive conference and social
activities

- E-newsletter

- Implement e-communication
between HQ and
Secretaries/BDOs

- Development of a

Board
induction pack

- Upgrade existing membership

database

- Scottish dive week and ‘refer a

friend’ promotion

- required
- Assist

Branches with web

presence

- Branch marketing pack

- Online

- Develop

renewal for
Membership

- Delivery of junior snorkel

award via other parties
training
materials in DVD format

Develop and train staffing

Regular reporting from all Board members, Administration staff and other key post holders
Provide coaching support to Branches as required
Continue to implement a financial planning, budgeting and review process
Consult with Members and Branches on key decisions
Regional and national training days

Publication of Board and NDC minutes

Provide branded merchandising through our partners, enhancing the range
Continue to publish Scottish Diver bi- monthly

Develop, Implement and Review
appropriate policies

Provide coaching support to
Branches as required

Develop and maintain links
with other organisations to
promote marine environment
Promote inter-Branch
relationships, mentoring and
support

Develop an instructor
incentive and reward scheme

Develop
policy
Increase
‘uniformed’
youth groups
Consider
with UK
Certificate

a disability

links  with
and other

alignment
Coaching

Foster and maintain good relations with key stakeholders and partners

Respond to consultations from Scottish and UK Governments and other relevant parties.
Inter-branch diving, regional and national events
Continue to monitor and review courses using evaluation form

Merchandising

Attend diving industry networking meetings

Participation in national dive shows

Try dive pool




