Gulf Swimming Strategic Plan (2025-26)- supplementing 2024 strategic plan
Initiative 1: Retention & Athlete Experience
Rationale: Gulf Swimming is below the national retention average.
Proposed Actions
- Create a “Member Experience Task Force” to gather member input and propose innovations.
- Develop fun-first formats:  Block Party, regional seasonal leagues
- Add new events: 50s for older athletes, team-based relays, non-traditional formats.
- Athlete Committee innovation- allow more than two reps per team.
Measures of Success: Retention rate, 10&U meet participation, customer satisfaction surveys
Initiative 2: Championship Meet Reform
Rationale: Gulf currently runs 29 Champ meets per year, but fewer than 50% of athletes participate. Formats and traditions (e.g., December Champs) may no longer align with family/athlete needs. There is also tension between elite athletes seeking Trials prep and developmental swimmers needing accessible meets.
Proposed Actions
- Shift December Champs to an open-market model or Block Party series; move Age Group Champs to February.
- Resize LC Age Group Champs with adjusted time standards and reintroduced '3 cuts' rule.
- Add 50s of stroke to Age Group & Senior Champs; expand to 3.5 days where needed (with an abundance of caution- are there other solutions?)
- Improve Championship meet experience: DJ/music, team spirit awards, subsidize parking/facility costs, hold events in our best facilities.
- Standardize operations: embrace technology- virtual scratch box, modest penalties for no-shows, pre-seeding.
Measures of Success: % of members participating in Champ meets (>60% target); survey data from families and coaches; improved host team satisfaction.


Initiative 3: Club & Coach Support
Rationale: Coach scarcity, affordable and consistent access to water, and club financial viability. Reimbursements benefit ~25% of athletes but not the broader base.  Additionally-  the need to understand and support the mission and vision of our individual clubs.
Proposed Actions
- Provide resources on club finance, facility negotiations, parent programming, and overall club business (value propositions).
- Partner with Go Swim, Fitter and Faster, TrueSport, etc., for workshops and clinics.
- Develop mentor/recruitment programs for new coaches.  Unlock  Junior Coach option.
- Consider reallocating part of reimbursement funds to broader club development initiatives.
Measures of Success: Coach retention rates; Club satisfaction measurement by survey;  balanced use of reimbursement dollars.
Initiative 4: Officials & Volunteer Engagement
Rationale: Officials and volunteers are critical to the success of our sport.
Proposed Actions
- Track official growth and participation and build tiered recognition/incentives.  Continue to evolve Gulf staff support of our officials.
- Educate coaches on recruiting new officials.
- Create volunteer/official celebration events (e.g., Splash Zone at Trials style).
Measures of Success: Increase # of officials, increase # of officials working >3 meets/year; volunteer/official satisfaction surveys.
Initiative 5: Governance, LSC Business, & Metrics
Rationale: Gulf must continue to modernize the business of the LSC- supported by staff and governance, use data to guide decisions, and ensure funds are spent where they have the greatest impact. 

Proposed Actions
- Build Gulf Dashboard- track retention, participation, financial trends, coach/official activity, reimbursements and splash fees by club.
- Publish a quad calendar including all meets, BOD/HOD meetings, and deadlines.
- Engage board  on interpreting data to guide decisions.
Measures of Success: Quarterly dashboard reports (and at all BOD/HOD meetings); increased clarity on calendar, board member engagement.
Next Steps
- Review draft with Board and staff for alignment.
- Assign initiative leads (staff + volunteer committee chairs).
- Create 2025 kickoff dashboard and communication plan.


