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Summary
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The Guppies ALN swim school will provide specialised, inclusive and adaptive swimming lessons and aquatic activities for children and young people with ALN aged 3-25. Our mission is to reduce barriers that children with ALN face in accessing safe, supportive aquatic education and to enrich their physical, cognitive, and social development through tailored swimming programmes. We will operate from an accessible pool facility in Port Talbot, collaborating with local authority education providers, health services and support organisations to ensure high quality, person-centred provisions.
Business Objective
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1. Deliver high-quality, inclusive swimming lessons tailored to ALN leaners within the first 12 months.
2. To be a recognised centre of excellence in adaptive aquatic education by year 3.
3. Partner with local authorities, schools and support services (e.g. ALN co-ordinators) to integrate swimming into IDPs (Individual Development Plans) wherever appropriate (NPTCBC, no date).
4. Achieve financial sustainability within two years through diversified revenue streams (lessons, grants, partnerships, community programmes).
5. Provide therapeutic and social opportunities that enhance confidence, independence and well-being for ALN children and young people. 
Background & Importance of Service
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· What are Additional Learning Needs (ALN)?
Within Wales, the ALN system identifies children and young people who experience a learning difficulty or disability that requires an additional learning provision (ALP); this refers to educational or training support that exceeds or differs from what is required by most learners. ALN encompasses learning and cognitive disabilities, communication needs, sensory processing disorder (SPD), SPD can appear in one or several sensory systems, either because of hypersensitivity or hyposensitivity (NHS Foundation Trust, 2026) or physical impairments, as well as social-emotional challenges. the planning and delivery of provision should be person-centred, involving children, parents, schools and other agencies in the process. Children and young people with ALN can often face challenges in accessing mainstream activities, including sport and recreation, that fail to incorporate appropriate adaptations, specialised instruction and inclusive environments. such obstacles can hinder physical development, social interaction, self-confidence and overall well-being (NSPCC, 2026).
· Why swimming and Aquatic Activities Matter?
Swimming is both a safety skill and a beneficial physical activity. The values includes:
Water Safety: Essential for reducing drowning risks, especially in an area such as Port Talbot and the surrounding areas, with ease of access to beaches and rivers. The gap is not just problematic, it is a safeguarding issues as mentioned in the local authorities revised safeguarding policy (NPTCBC, 2022).
Physical Health: Boots fitness, strength, co-ordination, and is helpful for children with physical or sensory ALN.
Psychological and Social Benefits: Enhances confidence, peer interaction and lowers anxiety for both parents and children, whilst they participate in a supportive settings.
Therapeutic Impact: Provides sensory regulation and low-impact exercise for children with varied needs. It will also incorporate physiotherapy plans from health, ensuring that the children are able to access their plans whilst in the pool.
Most mainstream swim instructors are not trained in ALN, therefore programs often lack adaptation, creating a gap that Guppies swim school aims to address.
Market Analysis
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A. Target Population
· Primary Target: Children and young people aged 3-25 with ALN in Port Talbot and surrounding areas.
Thousands of learners are overlooked within extracurricular sport and rarely receive aquatic education tailored to their needs.
B. Competitive Landscape
Most swimming programs target the general population and lack: 
· Staff trained in ALN methods
· Small-group or individual adaptive sessions
· Sensory-friendly facilities or teaching approaches
· Multi-disciplinary support (such as speech/language or occupational therapy)
A dedicated ALM swim school can offer and meet these requirements.
Value Proposition 
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Guppies swim school provides inclusive, specialised swimming education where:
· Every child, regardless of ALN, deserves the opportunity to feel safe, confident and successful in the water.
· Programming is individualised to the learner's pace, ability and learning profile and not forced to fit into a mainstream model but supported in a way that works for them.
· Teaching staff are trained in adaptive techniques, behaviour support and sensory informed approaches.
· It will be a specialist service following the Swimming Teachers Association (STA) Penguin Series learn to swim program.
Our services reduce barriers to participation and extend beyond just swimming lessons to a holistic development experience (Teachkloud, 2023).
Services Offered
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Core Services
1. Structured learn to swim classes
· Small groups (max 6 students)
· Ages 3-18, plus young adult adaptive sessions
· Curriculum adapted to cognitive, sensory and motor needs
2.  1:1 Specialist Sessions
· Tailored for children who require individual support
· Ideal for learners with communication or sensory profiles
3. Water Confidence & Social Swim Groups
· Non-instructional sessions promoting play, comfort in water and social interactions
4.  Therapeutic Aquatics
· Movements and activities designed for physical and sensory regulation
· Delivered in collaboration with health professionals (where possible)
5. Holiday & Weekend Inclusive Camps
· Extended aquatic activities and social skill building
Operational Plan
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Location & Facilities
A leased area within a leisure centre or pool partnership, featuring:
· Ramps, hoists, sensory aids, quiet rooms
· Swim platforms and adaptive equipment
Staffing & Training
Lead Adaptive Swim Instructors: Certified in swim teaching and trained in ALN techniques
Supportive Assistants: Skilled in communication, sensory adjustment and health needs
Volunteers/Work Placements: Opportunities for college and school students and student nurses, to gain experience
Partnerships: Working with
· Local schools & ALNCo teams
· Health Professionals
· Charities
· Families & Advocacy Groups
Marketing & Outreach Strategy
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Brand Identity
Inclusive, respectful messaging focused on belonging and confidence.
Promotional Channels
· Schools, ALNCo lists
· Social media, community groups
· Posters in clinics, centres, support organisations
· Local newsletters, parent networks 
Engagement and Education
Offer free events, tasters and workshops to raise awareness and build trust in the ALN community.
Financial Plan
[image: ]
Revenue 
1. Tuition Fees
· Weekly sessions with pay as you go fees or block lesson pricing
· Bursaries for low-income families
2. Contracts with Schools & Local Authorities
· Inclusive extracurricular programmes within school grounds
3. Grants and Sponsorship
· Funding from charitable trusts health partnerships and inclusion-focused grants (Welsh Government, no date).
Cost Structure
· Lease and facility fees
· Salaries and training costs
· Pool time and insurance
· Adaptive equipment and safety gear
Break-even & Sustainability
Financial projections show break-even within 12-18 months with stable environment and grant support, moving towards self-sufficiency through varied and retained expertise.
Inclusion & Safeguarding
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Inclusion underpins every element:
Adaptive Instructional Design allows all students to participate, regardless of ability.
Person-Centred Approach tailors lessons to learners goals, supporting active involvement in planning (LD Network, 2023).
Safeguarding Protocols are comprehensive, with regular staff training and emergency planning.
Cultural and Linguistic Inclusion acknowledges diverse language needs, including Welsh medium support (Welsh Government, 2025a).
Monitoring & Evaluation
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At Guppies Swim School, there will be :
· Skill Progression (water confidence, swimming ability) within the Penguin Series
· Attendance and engagement
· Parent and child feedback
Quarterly reports will guide curriculum changes and strategy.
Risk Analysis
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Key Risks:
· Scheduling Pool Availability
· Recruitment of suitably trained adaptive staff
· Maintaining enrolment and funding
Improvement Strategies
· Competitive pay, ongoing training
· Flexible hours (morning, after school)
· Diverse funding and partnerships
Long-Term Vision
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By its fifth year, Guppies ALN swim school plans to:
· Grow by adding satellite location in Neath Port Talbot
· Promote inclusivity aquatic programs through community backing
· Become a central consulting resource for best practices in inclusion across Wales
Why This Matters! (Research & Policy Context)
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The Welsh ALN system prioritises learner’s needs and perspectives, placing them at the centre of planning and support. The system emphasises inclusive provision and early interventions to enable children to achieve their full potential.
Despite these objectives, numerous children will still encounter obstacles when accessing community activities as mentioned above. 
This enterprise is more than a typical swim school; it constitutes an inclusive educational and developmental initiative that aligns with statutory policy priorities and broader community well-being objectives (Welsh Government, 2025b).
Challenges:
· There is a national shortage of swimming instructors with specialist training in ALN, inclusive pedagogy and adaptive aquatic instruction.
· Families of children with ALN often face financial pressures due to therapy cost, specialist equipment and transport needs.
· Swimming environments can feel overwhelming with appropriate support, which can have a negative impact and prevent engagement, reduce attendance and limit outcomes.
Conclusion
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Guppies ALN Swim School will create inclusive, supportive and evidence-based environment that meets the unmet needs of children and young people with ALN.  I have 20 plus years’ experience as a teaching assistant working in an ALN school and 2 years’ experience as a swimming instructor. I have seen the amazing results that swimming can do for children with ALN, whether they have a physical disability of neurodivergent ability such as autism or ADHD. Through the progression of the STA penguin series, and adaptive instruction, partnership and community engagement, the school will deliver meaningful impact-building confidence, skills, safety and belonging for all participants, parents and carers.







Part 2: 
The role of an ALN swim school in early years education: Benefits, challenges and policy context.
Early childhood is vital for overall development. In Wales, the ALN framework promotes inclusive, child-focused provision (Welsh Government, 2021). An ALN swim school can support various developmental areas and aligns with inclusive practices and national policy. Still, there are practical, ethical, and structural challenges that require careful consideration.
When included as part of early childhood education, swimming becomes much more than just a leisure activity. It provides valuable physical learning experiences that can support children’s development, especially for those with Additional Learning Needs (ALN) such as developmental delays, autism spectrum conditions, physical disabilities, and sensory processing challenges. In the water, children benefit from a special environment where movement, play, and sensory experiences all come together, which is still relevant with current child development (Langendorfer and Bruya, 1995). This is also mentioned in inclusiveteach.com, (2023) water play in early years foundation stage, beneficial activities.
A key benefit of an ALN swim school for young children is how it supports their physical development. Physical development is recognised as a major area of learning in early childhood education because it promotes health, independence, and readiness to learn (Department for Education, 2023). Swimming helps children build important gross motor skills like balance, coordination, strength, and spatial awareness. Because water is buoyant, it lessens the pull of gravity, letting children with physical or motor challenges move more easily and achieve things they might find difficult on land (Getz, Hutzler and Vermeer, 2007). This information is correct and up to date as mentioned on the STA (Swimming Teacher Association) Swim Teachers Disability Course (Brightwell and Done, 2023). This experience can be especially empowering and boost confidence for children who have low muscle tone or delayed motor development.
In addition to physical benefits, swimming encourages cognitive development by involving sensory integration and executive skills. The water constantly stimulates children's sense of balance and body position, helping them improve body awareness, focus, and understanding of space (Ayres and Robbins, 2005). For children with additional learning needs, especially those who experience sensory processing differences, the repetitive movements in swimming can help organise neural activity and enhance concentration. When participating in structured swimming lessons, children sharpen their ability to listen, follow directions, remember sequences, and respond to both visual and verbal signals. These activities boost essential early cognitive skills that are important for future academic success (Diamond, 2015).
Social and emotional development represents a significant area of contribution for ALN swim schools. Early childhood education emphasises the development of confidence, emotional regulation, and social interaction (Welsh Government, 2022). Participating in swimming lessons, especially within small, supportive groups, enables children to practice turn-taking, shared attention, imitation, and cooperative play. Attaining aquatic milestones can strengthen self-esteem and resilience, particularly for those who face challenges in mainstream environments (NeuroLaunch editorial team, 2025). For children experiencing difficulties with communication or social interaction, swimming provides a practical, mostly non-verbal setting that facilitates steady and positive relationship-building with peers and adults. 
An important advantage of early swimming instruction is the enhancement of water safety. Drowning continues to be a major source of accidental fatalities among young children worldwide. Evidence indicates that early exposure to water and structured aquatic training can alleviate drowning risks and promote safe conduct near water (Criel et al., 2025) . This consideration is especially significant for children with Additional Learning Needs (ALN), who may demonstrate reduced risk awareness, impulsivity, or challenges in comprehending hazards. Children and young people with ALN are drawn to water, thus making water safety a priority. Organisations such as the NSPCC underscore the value of early water safety education as a component of safeguarding and accident prevention initiatives (NSPCC, 2023).
ALN swim schools fit well with current early years and inclusion policies. The Foundation Phase in Wales encourages learning through play, active participation, and hands-on experiences, which are all part of quality swimming sessions (Welsh Government, 2022). The ALN Code for Wales also stresses the need for early intervention, inclusive approaches, and support tailored to everyone (Welsh Government, 2021). By adjusting teaching techniques, using visual aids, keeping routines consistent, having familiar swimming instructors and working together with families and professionals, an ALN swim school puts these values into practice.
Although there are clear benefits, there are still significant barriers and challenges to address. Issues of access and equity are especially important. Specialist swimming classes can be costly, and families with children who have ALN often face additional financial pressures from therapy, limited job options, and transportation needs (Contact, 2020). Some communities lack nearby pools, and many existing facilities do not offer suitable hoists, quiet times, or sensory-friendly spaces. If public funding or partnerships with local authorities and early years organizations are not available, ALN swim schools may unintentionally contribute to inequality instead of helping to reduce it.
Training and workforce capacity are additional obstacles. To teach ALN swimming effectively, instructors need knowledge of child development, inclusive teaching methods, sensory processing, behaviour support, and water safety skills. Studies have shown that without adequate staff training, inclusive physical activity programs may not be as effective and exclusion risks increase (Haegele and Sutherland, 2015). Continuous professional development and teamwork with early childhood educators and ALN coordinators are fundamental, yet often hard to access. The swim school can sign-post parents and carers to the relevant information, as well as parent groups, with parents in the same situations as others, often providing advice and how they have over come many issues they have faced themselves.
Ensuring safety and protection in aquatic settings is often challenging. Children who have specific medical needs—like epilepsy, breathing difficulties, or mobility issues—need individual risk assessments and close supervision. Lifeguards are first aid trained, it is also mandatory that swimming teachers are being trained in first aid, ensuring that there are enough first aiders available, if such a medical emergency should arise. Providers also face added responsibilities, such as maintaining the right adult-to-child ratios, following safeguarding regulations, and controlling infections (Owston,2023). These requirements can reduce the number of children they can accommodate and often increase running costs.
Curriculum integration presents distinct challenges. When swimming is approached as an isolated or extracurricular activity, its educational significance may be reduced. To ensure swimming is meaningfully embedded within early years education, instruction should be purposeful, thoroughly planned, and closely supported with developmental objectives. Achieving this requires effective collaboration among swim instructors, early years educators, and families, as well as structured opportunities to observe, assess, and reinforce learning across diverse settings (Siraj-Blatchford et al., 2002, Swim England, 2019).
In summary, ALN swim schools possess considerable capacity to advance early childhood education by fostering physical, cognitive, social, emotional, and safety-related development in a manner that is both inclusive and engaging. When co-ordinated with established early years pedagogy, supported by research evidence, and aligned with national policy, swimming serves as an effective channel for early intervention. Nevertheless, successful implementation relies on overcoming challenges related to accessibility, staff training, safety, and curriculum integration. Through targeted investment, collaborative efforts, and continuous reflective practice, ALN swim schools can contribute significantly to the equitable and meaningful provision of inclusive early years education and care. Making swimming not just a sport but a life skill for all children and young people mainstream and ALN.






Ref List:
Ayres, A.J. and Robbins, J. (2005) Sensory Integration and the Child: Understanding Hidden Sensory Challenges. California: Western Psychological Services.
Brightwell, K. and Done, H. (2023) STA Award in Aquatic Teaching-Disability Swimming Resource Manual. Walsall: CIMSPA Endorsed. Available at: https://shop.sta.co.uk/categories/resource-manuals/groups/swimming-teaching/products/6a3451eb-4d75-490a-9166-65b90e83dcb4/ (Accessed: 1 March 2026).
Contact (2020) ‘Counting the Costs’, Contact For families with disabled children. Available at: https://contact.org.uk/help-for-families/campaigns-and-research/counting-the-costs/ (Accessed: 1 March 2026).
Criel, Y., Severijns, P., Scheers, H. and De Buck, E. (2025) ‘Basic swimming or water safety skills training for drowning prevention in children: an updated systematic review’, Frontiers in Public Health, 13, p. 1698353. Available at: https://doi.org/10.3389/fpubh.2025.1698353.
Diamond, A. (2015) ‘Effects of Physical Exercise on Executive Functions: Going beyond Simply Moving to Moving with Thought’, Annals of Sports Medicine and Research, 2(1), p. 1011.
Getz, M., Hutzler, Y. and Vermeer, A. (2007) ‘The effects of aquatic intervention on perceived physical competence and social acceptance in children with cerebral palsy’, European Journal of Special Needs Education, 22, pp. 217–228. Available at: https://doi.org/10.1080/08856250701269705.
Haegele, J.A. and Sutherland, S. (2015) ‘Perspectives of Students with Disabilities Toward Physical Education: A Qualitative Inquiry Review’, Quest, 67(3), pp. 255–273. Available at: https://doi.org/10.1080/00336297.2015.1050118.
inclusiveteach.com (2023) Water Play in EYFS: Educational Benefits and Age-Appropriate Activities. Available at: https://inclusiveteach.com/2023/09/09/water-play-ideas-for-every-age-group/ (Accessed: 1 March 2026).
Langendorfer, S.J. and Bruya, L.D. (1995) Aquatic Readiness: Developing Water Competence in Young Children. Champaign, IL: Human Kinetics Publishers.
LD Network (2023) A Guide to Providing Person-Centred Care for Autism - LD Network. Available at: https://ldnetwork.org/conditions/what-is-cerebral-palsy/ (Accessed: 1 March 2026).
NeuroLaunch editorial team (2025) ‘Mental Benefits of Swimming: Boosting Well-Being Through Aquatic Exercise’, NeuroLaunch.com. Available at: https://neurolaunch.com/mental-benefits-of-swimming/ (Accessed: 1 March 2026).
NHS Foundation Trust (2026) Sensory processing disorder | Berkshire Healthcare NHS Foundation Trust. Available at: https://www.berkshirehealthcare.nhs.uk/conditions/sensory-processing-disorder (Accessed: 21 February 2026).
NPTCBC (2022) Corporate Safeguarding Policy - NPT Council. Available at: https://www.npt.gov.uk/adult-social-care/annual-reports-complaints-and-commissioning/corporate-safeguarding-policy/ (Accessed: 21 February 2026).
NPTCBC (2024) Inclusion and Additional Learning Needs (ALN) - NPT Council. Available at: https://www.npt.gov.uk/schools-and-learning/inclusion-and-additional-learning-needs-aln/ (Accessed: 21 February 2026).
NPTCBC (no date) Additional Learning Needs (ALN) and the ALN System: Information for Parents and Carers - NPT Council. Available at: https://www.npt.gov.uk/schools-and-learning/inclusion-and-additional-learning-needs-aln/about-the-additional-learning-needs-aln-system/additional-learning-needs-aln-and-the-aln-system-information-for-parents-and-carers/?utm_source=chatgpt.com (Accessed: 1 March 2026).
NSPCC (2023) Child health and development, NSPCC Learning. Available at: https://learning.nspcc.org.uk/child-health-development (Accessed: 1 March 2026).
Swim England (2019) ‘Guidance on Inclusion for Swimming Teachers’, Swim England A Nation Swimming. Available at: https://www.swimming.org/swimengland/inclusion-guidance-teachers/ (Accessed: 1 March 2026).
TeachKloud (2023) Understanding Holistic Development in Early Childhood: A Comprehensive Guide – TeachKloud. Available at: https://teachkloud.com/play-pedagogy-and-curriculum/understanding-holistic-development-in-early-childhood-a-comprehensive-guide/ (Accessed: 1 March 2026).
Welsh Government (2021) Additional Learning Needs and Education Tribunal (Wales) Act | GOV.WALES. Available at: https://www.gov.wales/additional-learning-needs-and-education-tribunal-wales-act (Accessed: 21 February 2026).
Welsh Government (2022) Curriculum for Wales - Hwb. Available at: https://hwb.gov.wales/curriculum-for-wales (Accessed: 1 March 2026).
Welsh Government (2025a) Welsh Language and Education (Wales) Act 2025 | Law Wales. Available at: https://law.gov.wales/welsh-language-and-education-wales-act-2025 (Accessed: 1 March 2026).
Welsh Government (2025b) Written Statement: Update on the review of the ALN legislative framework (10 July 2025) | GOV.WALES. Available at: https://www.gov.wales/written-statement-update-review-aln-legislative-framework (Accessed: 1 March 2026).
Welsh Government (no date) Business loans to support grants - Dev Bank. Available at: https://developmentbank.wales/business-loans-support-grants (Accessed: 1 March 2026).





2

image4.jpg




image5.jpg
THE MARKETING MIX

TARGET
MARKET





image6.jpg




image7.jpg




image8.jpg




image9.jpg




image10.jpg




image11.jpg




image12.jpg
EVALUATION




image13.jpg




image14.jpg




image15.jpg
Th

; . 2.4
“Cittle TMﬁgsﬂWatter...

’". -
| -*:*
PP s Sy
o e e A

== - ; F W= e >

AR ST e s

e o
e % *‘ e




image16.jpg




image1.jpg
AN TS




image2.jpg




image3.jpg




