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2016 Swimming & Water Polo Championships Post Event Report 
 
The PSUK Swimming and Water Polo Championships for 2016 were held at K2 Leisure Centre, 
Crawley, Sussex. The dates were the 23rd and 24th April 2016. 
 
The pool was booked on the 12th April 2015. With payment required only prior to the event taking 
place. The cost of the pool including electronic timing system, PA system, score and results board and 
water polo goals were stipulated on the booking form in addition to the presence of a member of 
staff from K2 to manage the timing system. This later stipulation was made following failures of the 
timing system at the previous Manchester championships in 2015. 
 
Accommodation was booked for all competitors at the nearby Crowne Plaza Hotel. The contract was 
signed in April 2015 to afford for the best room rates. Discounted room rates were negotiated using 
our buying power and additional benefits were won such as free onsite parking, free Wi-Fi and the 
use of a meeting room for the duration. 
 
The contract only required payment and confirmation of the final number of rooms 1 month before 
the event. This allows for the meet organisers to get entry funds in before payment is required. The 
closing date for entries was set 2 months before any payments were required. 
 
The hotel was located on a bus route so there were no additional transport needs required although 
the organisers made provision of 1 mini bus for logistical support. 
 
Headlines 
 

 The event attracted 151 competitors 

 There were 506 individual race entries 

 There were 52 relay team race entries 

 4 water polo teams entered and a ‘nomads’ team competed free of charge. 

 22 forces entered teams 
 
Except for the electronic timing system (see appendix) the event went well. It was enjoyed by all. The 
hotel was an exceptional choice and there were no complaints. 
 
Management of the event 
 
The planning and delivery of the PSUK Swimming and Water Polo Championships is a huge event 
equivalent to managing a large two-day conference with delegates from across the country. This 
would normally be undertaken by a large professional events company with substantial financial and 
staff resources to support the organisational aspects. Clearly force sports clubs and the PSUK 
Swimming and Water Polo committee have to plan accordingly. 
 
In 2016 the event was jointly managed by both members of the PSUK Swimming and Water Polo 
Committee and a small team from Sussex. This was the decided format as there was no experience 
in Sussex for the management of such a large sporting event. 
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It was decided at a very early stage that the following responsibilities would be allocated as follows: 
 
PSUK Swimming 

 Booking the pool and hotel, ensuring contracts signed and objectives set 

 Booking of event officials 

 Management of all entries and communication with forces 

 Event risk assessment 

 Management of the budget by the Hon Treasurer of PSUK Swimming and Water Polo Richard 
Evans 

 
Sussex 

 Liaison with the venues on a regular basis 

 Arrangement of a social programme for competitors. Choosing safe and appropriate venues 
to be sign posted 

 Management of the presentation dinner 

 Arranging a mini bus for logistical support 

 Collection of raffle prizes 

 Management of auction 

 Identification and liaison with a local charity to benefit from the raffle and auction proceeds. 
 
The separation of activity was a success. The PSUK managed the swimming event while our Sussex 
colleagues looked after local logistics with their localised position of staff and local knowledge. 
 
The chose charity was the Chestnut Tree House Hospice in Arundel, West Sussex. They currently care 
for 300 life-limited children, both at the hospice and in families’ own homes. 
 
The raffle and auction raise £1,710 for the charity thanks to the efforts of the Sussex organising 
committee and the generosity of our members. 
 
In addition, the Mini Bus was donated to us by ‘Help for Heroes’. In turn we donated to the charity 
£200.00. 
 
Sport Systems Event Management Software 
 
Increasingly pools across the country are relying on their local clubs to manage events specifically in 
relation to entries and the production of start programmes, sheets and results. It was decided in 2015 
that the PSUK needed to be able to manage their own events. To this end we purchased a software 
package recommended by the ASA called Sports Systems. This was for a one-off fee with lifetime 
updates. It is used to manage all ASA national events. This proved a wise decision.  
 
The software achieves the following: 
Meet organisation including all entries, seeding of competitors, ranking, poolside entry, competitor 
withdrawal, start lists, final lists and results. It also allocates points under the FINA points system. 
This was a major benefit in relation to our ability to identify and allocate top swimmer awards. 
 
The purchase of Sports Systems was a major step forward and it is recommended that it is used for 
all PSUK Championship events. 
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Budget 
 
As the organisers of our championships have no standing funds the event must be cost neutral. 
However, experience shows us that there are times when the organisers can be faced with un-
planned expenditure after the event. This has happened when there have been failures in the past 
to tie down contracts in sufficient detail and organisers have been presented with additional invoices 
after the event. 
 
It is recommended by PSUK Swimming that event organisers run the event based on covering all costs 
plus 5 to 10%. This provides a guarantee against any loss which of course in normal circumstances 
organisers have no funds to meet. This covers any unexpected costs that may occur outside the 
planning predictions. 
 
The full budget analysis is attached to this report however, here are the headlines: 
Income  £32,654.00 
Expenditure  £30,041.13 
Surplus  £2,612.87 
Surplus %  7.9% 
 
There were several factors that affected the amount of surplus.  

 The hotel final costs were not as high as budgeted. They did not charge us for meeting room;  

 Expenditure was allocated to fuel the mini bus but was not required; 

 The printing of programmes was achieved for a lesser amount that predicted; 

 Several ASA officials did not charge expenses which had been budgeted for; and, 

 2 cheques for payments were not cashed. 
 
We therefore came in under budget which is to the credit of the organising committee for what is a 
large event factored out of limited resources and in a competitive market. 
 
The surplus should be split 3 ways in accordance with the rules of PSUK with £870.95 paid to PSUK, 
Sussex Police Swimming Section and the same amount retained by PSUK Swimming and Water polo. 
 
Thanks, should go the members of the PSUK Committee and Sussex Sub-Committee who dedicated 
a great deal of time in the planning of this event but special thanks should go to the following 
individuals for their support and sterling efforts: 

 Steve Willis for managing the entries, entry packs and the event timing with its associated 
problems, Richard Evans for the financial management of the event and Claire Thorn for 
arrangement of officials; 

 Fiona Conway (ASA) for her operational support; 

 Glynis Perks (Sussex) for her leadership of the Sussex Sub-Committee; and, 

 Rachael Kaiser (Sussex) for what must be said was a significant proportion of the work 
conducted in Sussex; and, 

 The members of the Sussex Sub-Committee. 
 
Bernie Gravett 
Vice Chair PSUK Swimming and Water Polo  
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2016 Championships Post Event Report Appendix A 
 
Faulty Timing System and other swimming venue issues 
 
Saturday 
 
Sadly, despite all attempts to allow the event to run smoothly there were problems encountered 
with the electronic timing system. This included the signing of a contract a year in advance with 
stipulations and inclusions for staffing provision by the pool. 
 
On arrival Saturday morning, 8am, we found the water polo goals were not installed. Steve Willis 
asked to speak to the duty manager, Danny, & he sorted it out quickly, but unfortunately that put us 
behind for time as the polo was already stretching the time allocation. This put us under pressure for 
the rest of the day.  
 
A Supervisor was asked where the booked assistance was. He said nobody was warned. He was very 
apologetic and offered to do it himself, but by his own admission had no idea how it worked. There 
was one member of staff who knew the system but he was weekend off. We were dumbfounded 
after the meeting we had with the duty manager.  
 
We had the forethought to have the assistance of ASA official Fiona to manage our recording system 
(Sport Systems) this produces the results of the events. We had sports systems ready to go, but the 
K2 Ares electronic timing system was not ‘talking’ to it.  
 
Fiona usually downloads the AOE (Events & Competitors) from Sport Systems and hands the memory 
stick to the ARES operator provided by the pool for upload into Ares. This is how the systems are 
designed to work. This runs the meet & puts competitor’s names lanes etc on the scoreboard.   
 
This did not work and so on this occasion Fiona had to load the event details and names into the Ares 
system manually - luckily Fiona has someone knowledgeable in Sport Systems and ARES on speed 
dial in her phone otherwise we wouldn't have had anything on the board for day one.  
 
This put us back further as we struggled to get the systems to communicate. The manager who knows 
the Ares system, Mark, was off duty. He was called in, and paid a flying visit. He tinkered with Ares 
and declared it was all working perfectly before leaving. There was no test of the system. Eventually, 
one of the referees offered to help, and came up to run the Ares side. He made further changes and 
we attempted to start the first event, the skins heats. The timing system started but did not stop at 
the end of the race.  
 
After further changes to Ares & calls by Fiona for advice, we managed to get the timing system to 
stop at the end of the race, but this was on the backup button only. There was extensive manual 
inputting to be done as Ares wasn't handling the data correctly.  
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Sunday 
 
Again there was no one from K2 present despite assurances given by Mark on Saturday. Luckily, on 
Sunday morning, one of our ASA officials was Andy Rigg, who used to work at K2 and knows Ares 
well.  Andy went through the system and found that the pool configuration for the Ares system 
computer was set incorrectly. Effectively the system thought it was a 50m pool. Clearly this wasn't 
compatible with our 25m meet.  
 
Further the Ares harness which runs behind the blocks was incorrectly configured. Although the 
harness was the correct way around, at each lane, the touchpad connection plug was plugged into 
the harness socket for the starting block. This is difficult to understand as the pads are yellow, the 
plug is yellow, and the socket is yellow so they all match. The backup button, which I understand is 
red, was not plugged into the red socket for the backup, but into the yellow socket where the pads 
should have been plugged in. This is how we managed to get some times out of the system on 
Saturday, but with no backup times.  
 
Once this was resolved the meet was able to continue. However, this caused a huge loss of time, 
putting the water polo finals back. Even when put right, Ares still failed to register backup times.  
 
Because of these failures Bernie Gravett pursued a complaint to the management of K2 Leisure. This 
required several meetings and escalation to senior management. 
 
The original position of K2 was that they were not at fault. K2 management originally stated that they 
were not contracted to supply staff to the event to manage the timing system. However, this was 
rebutted from the detailed notes of meetings taken by Bernie and the booking form which clearly 
stated a member of staff was required to manage the timing system. At a second meeting K2 blamed 
ASA officials for tampering with the cabling of the timing systems. Bernie Gravett requested to pool 
CCTV to be checked to support this. 
 
Obviously, K2 could not defend their claims, the CCTV showed only their staff setting up the system. 
K2 subsequently offered a £500 refund, this was declined and a request of a refund of 25% of the 
booking fee. K2 then refunded £1,000.00 to PSUK Swimming. 
 
Recommendations 
 

1. Meet organisers must keep detailed notes of meetings, request made, emails and make sure 
they sign a contract that includes all requests. 
 

2. It must not be assumed that pool staff know how to install or operate their own systems. 
Reassurances should be obtained or a member of the local swimming club familiar with the 
setup engaged. 
 
 

3. Challenge poor delivery and keep notes of faults or errors as they appear. 
 


