Kendal and Lakes Sub Aqua Club (KALSAC)
Strategic Plan 2026–2029

1. Introduction
Kendal and Lakes Sub Aqua Club (KALSAC) has been affiliated with the British Sub-Aqua Club (BSAC) for over 52 years. Throughout its history the club has experienced significant fluctuations in membership, reaching highs of over 70 members and lows of 17 members during the COVID period. The club currently has 47 members, including 15 female members.
This Strategic Plan sets out a clear direction for the next three years, focusing on sustainable growth, increased participation, strong instructor support, and enhanced member experience. It aims to ensure KALSAC remains a vibrant, inclusive, and financially sustainable club delivering high-quality training and outstanding diving opportunities.

2. Vision
To be a thriving, inclusive, and active diving club providing safe, high-quality training and exceptional diving experiences, while fostering friendship, adventure, and lifelong participation in underwater activities.

3. Mission Statement
KALSAC exists to:
· Provide accessible, safe, and enjoyable scuba and snorkelSnorkel & Scuba training at all levels.	Comment by John Adams: I think this section is too long – a Mission statement should ideally be a couple of sentences that can easily be remembered.  The ‘Vision’ above is a good example of a good example of a Mission Statement.
· Support members in developingwith safe development from beginners to highly skilled divers.whatever level they want to achieve
· Offer a wide range of diving opportunities, from local scenic dives to world-renowned technical sites.
· Create a welcoming social environment that encourages long-term participation.
· Develop instructor trainers, instructors, dive leaders, and future club leaders.

4. Strategic Objectives
1. Grow and stabilise membership at 50+ active members.	Comment by John Adams: I think the objectives should be much simpler and incorporate the 3 main ‘wants’ from the survey.   These were Regular Club ‘Dry’ / Social Nights

Better Communications, promoting club membership and participation

Encourage more members to go diving, more members to organize diving, encourage new divers to get SD to aid retention, more UK dive trips

We should not put a limit on membership – Grow active membership above 50 members (5o members is a an ideal lower target of you want stability).
 
2. Improve post-training retention and participation.
3. Strengthen and sustain the instructor and leadership base.
4. Increase engagement in diving, training, and social activities.
5. Maximise use of club assets and facilities.
6. Modernise communications and external profile.	Comment by John Adams: This should probably be no 1 rather than no 6.

5. Current Position Summary
· 47 current members.	Comment by John Adams: Strike out – repetition from above and when made public will look accusatory to some members who may be struggling to buy kit.  
· 22 members with more than three years BSAC membership.
· 7 members joined in the last three years who own personal kit.
· 7 members have dived with the club.
· 22 members currently have no personal kit, including 15 members with less than one year’s membership.
KALSAC offers:
· Scuba and snorkel training from entry level to technical and CCR.	Comment by John Adams: Take out technical and CCR – what about advanced diving techniques?  (CCR is technical)
· Access to scenic inland dives, local sea diving, and advanced wreck diving (e.g., Scapa Flow, Truk Lagoon).	Comment by John Adams: I don’t think we should assume that everyone’s idea of the direction should be wreck diving – how about world renowned dive sites and warm water diving.
· Weekly Regular diving opportunities.
· Unique assets: drysuits and undersuits, regulators, compressor, gas blending and Trimix production.Equipment rental, compressor and gas room

6. Membership Growth and Retention Strategy
Objectives	Comment by John Adams: I don’t think this section works – what you have so far is the WHAT you want.  We need to have the HOW next then the WHO.

Example –

WHAT Increase membership

HOW  

The standard 3 ways are

By Expanding the Market for diving?

By Conversion?  (Encouraging members from other clubs to join us?

By Increasing market share of existing market?  Making an offer so good that anyone who wants to start diving in our area is more likely to choose our club than a different one.

The first is too expensive for us to do – it worked for a time for PADI but they now have the same issues that we do.

The second is much easier to do and we have had some success already.

The third – we have already shown we can do – just needs a bit more targeting.

WHO

For each of the above methods – we have to decide who we are targeting.

Example – from the ‘By Conversion’ category.

Qualified Sports Divers and above from other local dive clubs. The ideal person is probably GenZ or Millenial, Sport Diver and on their way to Dive Leader – they are being held back because their own club has restricted training opportunities. They want to go further, faster.  GenZ and Millennials have a high respect for the environment and are more likely to want to dive with a camera than go to deep dark wrecks although wreck diving with good viz and lts of fish could be an incentive. Etc etc (I can wrote more)
· Increase membership to at least 50.
· Improve transition from trainee to active diver.
· Encourage long-term engagement.
Actions
· Establish a structured New Member Pathway.
· Assign each new member a mentor/buddy.
· Run regular “First Club Dive” and “First 10 Dives” programmes.
· Provide guidance on staged kit purchase.
· Hold quarterly newcomer evenings.
Success Indicators
· Number of new members completing first club dive.
· Percentage of trainees still active after 12 months.

7. Training and Instructor Development Strategy
Objectives
· Protect instructor wellbeing.	Comment by John Adams: I think this needs some explanation if it is appearing as the #1 objective? Important as it is (and for every other club officer) It should probably appear in a ‘How’ we do it section rather than as a main objective.
· Maintain Improve and maintain high-quality training delivery.
· Develop new instructor trainers, instructors and assistants instructors.
Actions
· Publish annual training plan.
· Limit class sizes where necessary.	Comment by John Adams: What is meant here? BSAC already limits our class sizes and these are in the instructor manuals for every course level.  For entry level diving, the maximum number for SCUBA is 4:1 and in open water 2:1.  It is not safe for the instructor to do 1:1 teaching and it is far more difficult for an inexperienced instructor to judge when a skill has been completed if they are the casualty.  It is also less safe as the ‘casualty’ has no easy way of regaining  control.
· Pair instructors with assistants.
· Recognise instructor contributions publicly.	Comment by John Adams: WE already do this on WhatsApp and Facebook – of you mean having a trophy or something like that – I agree.
· Provide partial financial support or incentives for instructor development.	Comment by John Adams: We did this ‘after the event’ last time so we cannot say that it was an incentive.  Also a number of them have left (although they did come and help train to start with).  Encouragement should start with the first Sport Diver lesson – telling them what they can do as a Sport Diver (actually I think it’s part of the ‘Where do we go from here’ bit at the end.). This could be massively encouraged and the journey started  before they have even been granted the SD qualification.  It is a 1 day course now with the main bulk of the theory done online to less expensive for students to attend – We could present SDs with a ‘bursary’ certificate to attend  an IFC?
Success Indicators
· Number of active instructors and assistant instructors.
· Training courses completed annually.	Comment by John Adams: Courses or qualifications?  Here was a suggestion that we only do 2 Ocean Diver courses a year – hitting a target of 2 is not really a measure of success.

8. Participation and Engagement Strategy
Pool Sessions
· Introduce themed skill nights.
· Encourage experienced diver attendance as helpers.
Club Nights	Comment by John Adams: I think we need to be more in control of our club nights. We should work towards having all our Dry meetings in the same place and on the same day.  We are nearly there, but we might have to consider what options we have – we can probably change the days of the month that we have the pool perhaps the 1st and 2nd Wednesday of each month for example – that might allow us to have 2 regular dry nights on the 3rd and 4th Thursday of each month?  (it was the second Thursday that was a particular problem.

Having our own premises / club room would be the ideal answer (some other clubs have this).  Is this too big a project for us to work on? What would it take?  Can we get a grant towards it?  What might be possible?
· Rotate between social, training, and presentation formats.
· Promote interactive sessions.
Diving
· Maintain rolling three-month dive calendar.	Comment by John Adams: Agreed – however the main trips should be booked at least a year ahead, especially if we want to be in control of ‘when’ we go and what boat is used.
· Clearly label dives by experience level.
Success Indicators
· Average attendance at pool and club nights.
· Number of club dives run per month.	Comment by John Adams: I don’t think this will work and is likely to lead to wrong conclusions.  What most dive clubs do is to keep a record of all dives are done in the year – some clubs record and present the number of dives done by individuals – comparing year on year is probably a better

9. Social and Club Culture Strategy
Objectives
· Strengthen sense of belonging.
· Encourage friendships across experience levels.
Actions
· Continue regular social events.
· Introduce new member welcome nights.
· Encourage post-dive socials.
Success Indicators
· Social event attendance.
· New member retention.

10. Equipment and Asset Management Strategy
Objectives
· Increase use of club equipment.
· Support members transitioning to personal kit.
Actions
· Publish clear kit loan policy.
· Offer try-before-you-buy sessions.
· Seek retailer partnerships.
Success Indicators
· Number of members acquiring personal kit.
· Utilisation rate of club equipment.

11. Communications and Marketing Strategy
Objectives
· Improve internal communication.
· Strengthen external visibility.
· Identify who it is we are targeting – have a profile for who they are

Actions
· Official WhatsApp announcements group.
· Website with calendar, training pathway, and joining information.	Comment by John Adams: Website front page visuals need to ‘speak’ to the people we are targeting - 
· Monthly digital newsletter.
Success Indicators
· Website usage.
· Engagement with announcements.

12. Risk Management
	Risk
	Mitigation

	Instructor burnout
	Manage workloads, assistants, recognition

	Trainee drop-out
	Mentors, early diving opportunities

	Low participation
	Varied programme, clear calendar

	Asset underuse	Comment by John Adams: Needs explanation?
	Promotion and integration with training



13. Governance and Review
This strategy will be reviewed annually by the committee. Progress against objectives will be reported to members.

14. Conclusion
This Strategic Plan provides a clear and achievable framework for strengthening Kendal and Lakes Sub Aqua Club. By focusing on people, participation, and quality experiences, KALSAC will continue to thrive as a welcoming and progressive diving club.

Approved by Committee: ____________________
Date: ____________________

