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This review is being driven by a strong desire to lift 

and strengthen the support we provide to clubs, 

particularly in light of significant additional funding 

received. 

With that funding comes a responsibility to ensure it 

is used wisely, sustainably and in a way that 

delivers the greatest possible impact for our clubs 

and communities. 

Clubs and volunteers are at the heart of the surf 

lifesaving movement, and that strong, sustainable 

clubs enable volunteers to do what they do best.

Why the review?
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Clubs are facing growing pressure across:

• Administration and compliance

• Training and capability demands

• Leadership sustainability

Clubs have told us support can feel:

• Inconsistent

• Hard to navigate

• Not always matched to their needs

We have a responsibility to spend our funding:

• Wisely and sustainably 

Why the review?



RESEARCH THEMES



• Clubs need stronger support to build the business capability they need in order 

to operate sustainably.

• People and culture are the heart of every club, but attraction and retention are 

clubs’ biggest challenges.

• Volunteers are fatigued. They need time back  and systems that work with, not 

against them.

• A clearer, more connected partnership between  Clubs and the organisation is 

essential.

• Clubs want a more flexible model that connects them and supports shared 

learning.

• Misalignment on priorities and purpose.

Research Themes
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OPTIONS 

AT A GLANCE
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Options Development

● Four Club Support Models are being consulted on, representing the realistic 

range of ways SLSNZ could support clubs into the future.

● The options reflect different choices about where responsibility sits, how 

support is delivered, and how volunteer workload is managed.

● Only models considered practical, sustainable, and aligned with SLSNZ’s 

principles have been included.

● Some of the important work we do that sits adjacent to direct club support 

i.e. coastal safety, public education, beach ed etc. sit outside the scope of 

the review.
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Better support clubs in a complex environment.

Reduce volunteer workload.

Be clearer and more consistent.

Be sustainable for the organisation and its 

people.

Enable SLSNZ to deliver both club-based and 

national/community impact.

Regardless of the option, a future 

model needs to:
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OPTION A



Practical improvements to the current support model.

• Builds on the current regional model with clearer guidance 

and tools.

• Clubs remain responsible for most operations and 

administration.

• SLSNZ focuses on improving clarity, consistency, and 

access to support.
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Option A: 
Optimised current state model



SURF LIFE SAVING NEW ZEALAND | LEADERSHIP FORUM 2025

Examples

Lifeguard recruitment

• Club continues managing recruitment and retention locally.

• Staff provide advice and resources when asked.

Training (SLA / IRB instructors)

• Club relies on existing networks and neighbouring clubs to source 

instructors.

• SLSNZ provides coordination tools and guidance.

Club finances

• Club continues managing finances locally.

• Improved templates, advice and guidance available.

Leadership turnover

• Clubs manage succession locally.

• SLSNZ provides guidance if requested.



Support tailored to each club’s needs, with a dedicated 

SLSNZ contact.

• Each club has a dedicated Club Partner.

• National service lines provide specialist expertise.

• Support is proactive and tailored to club needs.
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Option B: Club-centric model
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Examples

Lifeguard recruitment

• Club Partner works with the club to understand recruitment 

challenges.

• National teams support training pathways and volunteer 

engagement.

Training (SLA / IRB instructors)

• Club Partner coordinates instructor availability across regions.

• Courses and delivery planned nationally.

Club finances

• Club retains financial responsibility.

• National finance expertise provides targeted support.

Leadership turnover

• Club Partner supports governance planning and leadership 

development.
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Option C: Centralised model

More club administration and compliance handled 

centrally by SLSNZ.

• Many administrative functions move to national shared 

services.

• Clubs focus mainly on frontline delivery.
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Examples

Lifeguard recruitment

• National systems support patrol planning and qualification 

tracking

• Club focuses on member engagement and patrol delivery

Training (SLA / IRB instructors)

• Instructor deployment coordinated nationally

• Training scheduled across clubs based on demand

Club finances

• Financial reporting, compliance and processing handled centrally

• Club workload significantly reduced

Leadership turnover

• Central systems reduce operational impact of leadership 

changes
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Option D: 

De-centralised model

Greater decision making, funding control, and 

responsibility at club level.

• Clubs take on much greater responsibility.

• SLSNZ becomes a smaller national organisation

focused on critical functions.
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Examples

Lifeguard recruitment

• Clubs decide how to invest resources into recruitment 

and retention

Training (SLA / IRB instructors)

• Clubs source or fund instructor development 

themselves

Club finances

• Clubs fully manage finances, compliance and reporting

Leadership turnover

• Clubs manage governance transitions independently



CONSULTATION TIMELINE & 

PROCESS



Note these timings may be subject to change

PROJECT TIMELINE

October 2025 November

Leadership 
Hui 
(kick-off)
4th Oct

Club Interviews
15-7 Nov
3 weeks

Develop Club 
Support Model 
options 
w/c 10-20 Nov
2 weeks

Club and staff based
engagement throughout this 
period. 

Consultation analysis, 
recommendations and 
Club Support Model 
Recommendation to 
SLSNZ governance 
6 April – 24 April
3 weeks

Organisational Design
3-4 weeks

Club Survey 
Analysis
w/c 6 Oct

SLSNZ & Reference Group
Options Workshops
w/c 24 Nov-12 Dec

Christmas 
Break

Online feedback forms 
for Clubs & Staff

Round 2 Consultation on 
preferred option  (Clubs & Staff)
May – 3 weeks

December January 2026

February 2026 March 2026 May 2026

Round 1 Options Consultation
(Clubs & Staff) 

16 Feb -5 April
7 weeks total

Refine options for 
consultation
w/c Jan 23

New Year
Break

April 2026

Refine 
final option

June 2026

Internal Staff Organisational  
Consultation *if required

Change Implementation
* Change could be 
considered in phases.



All feedback will be reviewed to identify key 

themes, areas of support, and risks.

The project team will develop recommendations for 

the Project Steering Committee and the SLSNZ 

Board.

The Board will ask the Project Team to design a 

preferred option that also aligns with SLSNZ’s 

purpose, vision, and Strategic Plan.

Stage 2 consultation with staff and clubs on the 

preferred option will likely commence in May.
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How decisions are made

1

2

3



Clubs, Staff, Reference Group members, and 

National Volunteer Committee members submit 

individual responses. Each club completes one 

survey submission. The survey asks about:
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How to have your say

1

2

3

Strengths and risks of each option

Any additional comments

What matters most in future support

Preferred option (or combination) and why

4
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