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ASCA Hall of Fame Class of 2017
COACH BOB MATTSON
3/66

Robert E. Mattson born in April of 1930 in Worcester, MA
Grew up in single parent home on welfare / never met his father
At age 10 found the local Boys Club and was introduced to swimming
At age 13 showed promise and started prep school
Willis Casey took notice and gave him a scholarship to NCSU where
be became an NCAA Champion – the first in any sport at NCSU
Won AAU individual and team championships under Casey and
posted a World Best 400IM in mid 1950’s
Graduated with honors – 2nd in his class – with a textile chemistry degree
Took a job in Wilmington, DE working for the Joseph Bancroft Company. Served as the lead member
of the team that developed and produced the Ban-Lon shirt
After eight years of coaching on the side he left the
comfort of a well paying job with plenty of benefits to
pursue building his own pool and to coach the
Wilmington Aquatic Club (team he founded in 1960)
Fundraising in a unique fashion (I have the entire plan
and will share – incredible to consider really) of signing
up families as life members to a facility yet to be built
Bob created the Wilmington Swim School that still
stands today at the foot of the Delaware Memorial
Bridge. He later expanded into an incredible health
center including a second pool, loads of space for
training of all kinds, rehab and was a leader in the
holistic health business in the later 1970’s
Coaching through the years he produced hundreds of swimmers who went on to achieve NCAA All-American
status and dozens who scored at the elite levels of both that meet and the AAU/USA Swimming levels
Athletes included Dave Johnson (1968 Olympian), Jenni Bartz (1968 Olympian), Steve Gregg (1976
Olympian/AAU & NCAA Champ), Jenni Franks (American record holder / 2nd in world to Kornelia Ender
during 70’s drug tainted days) and Seth Van Neerden (world scm record holder) among many more we will
detail.
Coaches would regularly come visit Bob to watch him teach his extraordinary weekly mechanics class where
he was always exploring new styles of swimming to unlock new speed thresholds – Paul Bergen was one of
those I personally remember sitting in the stands while he was a young coach in Philadelphia. He credited
Bob with teaching him the style of breaststroke he taught Tracy Caulkins (I believe Paul did this in an ASCA
presentation as well several times we discussed it). Jim Ellis was a regular at the Swim School and one of
Bob’s great quotes is “All that is not shared is lost”.

COACH CHARLIE HODGSON
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Charlie Hodgson is one of the greatest contributors to the
University of Miami (FL) swimming programs. His on
deck coaching stretched from 1974-1978 and then again,
from 1985 to 1986; though his influence on the program
has continued for decades.
Over the course of 13 years, Coach Hodgson developed
17 individual and relay National Champions. Coach
Hodgson oversaw the development of multiple elite
athletes, including Matt Gribble, David Wilkie, Jesse
Vassallo, and Michelle Richardson. His leadership led
these swimmers to World titles, NCAA titles, World
Records, and Olympic teams. His abilities extended
beyond personal connections with a few athletes,
though. Among a litany of other achievements, as Head
Coach for the Hurricanes, the 1976 women’s team won
back to back National Championships under Coach
Hodgson’s tutelage.
Coach Hodgson continues to help the sport of swimming with his role in software development for HyTek computer software. He currently lives in Nashville with his wife.

COACH JILL STERKEL
Coach Jill Sterkel is another former swimmer turned
coach. Coach Sterkel is a three time Olympian, an
Olympic champion, and former world record holder.
As a 15 year old, Sterkel put forth a heroic
performance on the 1976 4 x 100 meter freestyle
relay, beating the East German women. She would
go on to win gold again 1984 and bronze in 1988;
always an incredibly reliable relay performer.
Coach Sterkel would go on to take the reins as Head
Coach of the University of Texas’ women’s swimming
and diving team from 1992 to 2007. She helped place
two swimmers on Olympic teams: Whitney
Hedgepath (1996) and Erin Phenix (2000). She was
inducted into the Texas Women’s Athletics Hall of
Honor and was the 2000 Big 12 Conference Coach of
the Year.

COACH JONTY SKINNER
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Coach Jonty Skinner made the transition to coaching
after his time as a world class swimmer for South Africa.
The former world record holder went on to become an
American college coach and member of the US National
Coaching staff.
Coach Skinner began collegiate coaching at the
University of Alabama as an assistant before moving to
California to become the head coach of the San Jose
Aquatics Club. There, the club went on to win five Junior
National team titles and one US National team title in
1986. Coach Skinner went on to return to Alabama and
took over as Head Coach in 1990. He served for eight
years as USA Swimming’s Director of National Team
Technical Support before returning to the University of
Alabama as an assistant coach in May of 2012.
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Want to Raise Successful Kids?
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Science Says Praise Them Like This. (Most Parents Do
the Opposite) Stop praising them for their innate or Godgiven abilities, and instead focus on their effort.
– by Bill Murphy Jr., Inc.com
What if I were to tell you that you could increase the odds that your kids
will achieve great success in life–maybe greater success than you’ve had–
simply by making a small change in how you praise them and talk about
achievement?
It turns out, you can. What’s more, this change flies in the face of almost
everything we’ve been told by so-called experts about raising successful kids–at least for the past 15 years or more.
It’s all about how we praise our kids for their accomplishments. An emerging and exciting body of research on the
subject suggests several key things we might not have realized otherwise:
Praising kids merely for their innate
abilities, such as their intelligence,
actually makes it less likely that
they’ll grow up to enjoy learning
and to excel.
Praising kids instead for the
strategies and processes they
develop to solve problems–even
when they don’t fully succeed–
makes them more likely to try
harder and ultimately achieve.
And–perhaps the kicker–the effects
of these praise strategies can be
quantified even when we’re talking
about children as young as 1 to 3
years of age. (So once again, my
15-month-old daughter will get the benefit of something I’ve learned while writing for Inc.!)
As you might imagine, this would mean that the so-called experts who told us to praise our kids endlessly (part of
the “everyone gets a participation trophy” movement) were dead wrong. (I’ve written a lot this subject at Inc. and put
together a free e-book: How to Raise Successful Kids.)
How does it all work? We’ll talk below about two studies involving school-age children, both led by Carol Dweck, a
professor of psychology at Stanford University. First, however, let’s examine the difference between a growth
mindset and a fixed mindset, which underlies the whole thing.
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Fixed vs. growth mindset
This is really what this research is all about–
teaching kids to develop growth mindsets rather
than fixed mindsets.
When it comes to beliefs about human
achievement, a fixed mindset is the belief that
intelligence, for example, is almost entirely innate.
Either you’re born with great smarts and the ability
to achieve, or you’re not.
A growth mindset, on the other hand, is the belief
that achievement (again, for our purposes in the
intellectual realm) is much more variable, and that
intelligence and problem-solving abilities can be developed over time.
You might summarize the whole thing by thinking of Albert Einstein, Dweck suggests. A person with a
fixed mindset might say, “Einstein was brilliant.” A person with a growth mindset might observe that
Einstein solved some incredibly difficult problems.
As for teaching growth mindsets, writer Angie Aker summarized Dweck’s work and put it like this
on Upworthy:

“Praise your child explicitly for how capable they are of learning rather than telling them
how smart they are.”

The seventh-graders
Back to Dweck’s research. A few years ago, she and her team took 373 middle school students, and
identified those who exhibited fixed mindsets and those who exhibited growth mindsets.
Then, the followed them for two years–from the start of seventh grade to the end of eighth grade. The
dichotomy was stark.
“By the end of the first term, their grades jumped apart and continued to diverge over the next two
years. The only thing that differed was their mindsets,” Dweck said in a video. As you might expect, the
ones who exhibited growth mindsets achieved more than their classmates who had fixed mindsets.
Dweck said she has identified several key differences between the two types of students.
1. Goals
Students with a fixed mindset had one goal in mind: “Look smart at all times and at all costs.” That
meant they worked to avoid any task that might show they weren’t as smart as they thought they were.
Students with a growth mindset, on the other hand, didn’t care if their mistakes were revealed to their
peers; they saw this as inevitable and nothing to be ashamed of, because their goal was to “learn at all
times and at all costs.”
2. Attitudes toward effort and failure
Students with a fixed mindset viewed effort and failure as bad things, because the mere fact that
someone worked hard or came up short demonstrated (to them) that the person didn’t have innate
ability. Growth-mindset students, on the other hand, believed that effort was what was required to
unlock ability.
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Dweck says the notion that effort is a bad thing “is one of the worst beliefs that anyone can have.”
3. Boredom and difficulty
Students who demonstrated a fixed mindset were far more likely to complain of being bored in school,
Dweck found. They seemed to get into a cycle in which they used boredom as a cover to suggest why
they wouldn’t try things that they found difficult; in the process they actually became bored.
Growth-mindset students, on the other hand, looked at schoolwork as a series of challenges and
puzzles to figure out. They were also less likely to complain that a teacher, or a course, or another
external factor, was responsible if they had difficulty.
The 11-year-olds
All of this is great, but if you’re a parent, you likely want to explore not just why a growth mindset is
advantageous, but also how to encourage your kids to develop that kind of attitude. Fortunately, Dweck
has a study for that, too.
She and her team divided a group of 11-year-olds into three groups, and gave each of them a fairly
easy but age-appropriate intelligence test. At the end, they praised each of the kids in one of three
ways:
They praised one group for their innate intelligence
They praised one group for the processes they came up with to solve the test
They praised a third group, as a control, for a passing score, without mentioning either their
intelligence or the process they had used.
Results?
The first part won’t surprise you. Praising their intelligence put kids into a fixed mindset. Praising their
effort and process, on the other hand, pushed them into a growth mindset.
But Dweck said things actually went further: “The most astonishing thing to us was that praising
intelligence turned kids off to learning.”
The babies and a few examples
So, how early is too early to start praising strategies and processes over innate ability? Very early,
according to Dweck. In fact, her research shows that the way mothers praise babies as young as 1 to 3
years in age can predict the child’s “mindset and desire for challenge five years later.”
(Dweck says that after conducting her research, she’s been known to interrupt moms she’s seen in
airports telling their babies that they’re geniuses.)
So what should you do instead? Here are a couple of ideas. Instead of praising a child for solving a
puzzle or accomplishing an easy goal, Dweck suggests saying something like, “I’m sorry I wasted your
time. Let’s do something hard–something you can learn from.”
Or, instead of asking your kids at dinner how school was today, go around the table and ask everyone
to share a story of how they struggled with something. (You have to share, too!)

10/66

11/66

2016 ASCA World Clinic Panel: Owning Your Own Swim Program: Club
Ownership
– featuring Ira Klein, Mike Koleber and Jim Wood; moderated by Chuck Warner
Good morning everybody, that you for arriving in an educational place a little earlier than we have in the last few
days. It’s going to be worthwhile. We have uh essentially a wrestling match going on this morning
here because we’ve got three people that we’re trying to organize into passing out information that never like
anyone to tell them what to do. And that’s why they’re in the position that they’re in. So um, it should be fun. Over
the last ten years club ownership by coaches has grown from 7% of all the clubs in
United States Swimming to 20%. So it’s something that certainly is moving in that direction fairly quickly and what
we wanted to do this morning was to provide some information about what these three coaches have done to create
their own club and in some cases their own facility, the role they play.
We’re going to – we have about 10 topics that we’re going to work our way through. And
towards the end we’ll get to swim school and a little bit more how that plays into
financing and that type of thing which I think is real important. And uh we’ll see how we
do. We’re going to have a PowerPoint that kind of follows along with just some of the
basic topics that we like to think that we’re on. We’ll see how we do with that. Um to
introduce our three panelist up here, first from the Tsunami Sarasota Swim Team Coach
Ira Klein who has been coaching in a variety of different places over the course of his

12/66

career.
Um, I’m going to be a little redundant on what they’re going
to say later but I think it will help resonate what they’re
saying. Um Ira when he was um starting out had a great
physiological background from college and coached in
various different clubs and the YMCAs in particular. When
he went to Santa Barbara Swim Club in California, it was
set up a little bit differently where he was really the owner
of the club. And I — I’m not completely clear on that setup
but it certainly gave him some tools to be able to work later
on in a situation that he might have never thought would
come up. Um, he worked for USA Swimming he’s been
Vice President of USA Swimming. He’s been president of
the American Swimming Coaches Association. So if you would please welcome Coach Ira Klein.
Working across alphabetically, Mike Koleber is the owner of Nitro Swimming in Austin
Texas. He’s decidedly younger than the rest of us. He’s really – we’re really lucky to
have him here and that he is at a pretty early age, been very aggressive in creating his
own work environment, his own club. He’s built and owns two 50 meter pools, indoors
with swim schools, with an outdoor facility. Nitro has taken over as the Texas Age Group
Championship team each year and also produced many US Junior National and now
National Team swimmers. The name you might recognize the most is Will Licon who’s
American record holder a multi NCAA champion that’s come out of the Nitro swim club.
Mike Koleber.
And finally Jim Wood who once upon a time was the head
coach and in graduate school at the University of North
Carolina and a change of athletic directors included a
change of coaches, home to New Jersey. Finding a place
to tuck a little pool into a former greenhouse and started
his own club or eventually bought his club at the Berkeley
Aquatic Club. Uh, I’ll get a few words wrong there but for
the last 40 years or so it’s been his club. Uh last spring
they opened a new indoor 50 meter pool that has more
water than any facility in the state of New Jersey as their
private club. So it’s got swim school, aqua therapy, 50
meter pool, three lane 25 meter pool. Pretty amazing place
and we’ll have some pictures of some of the facilities and things up here as we go along.
Jim also finds time to be President of the US Swimming, the first coach ever to be President of the US Swimming.
Um twice elected President of US Aquatic Sports and has coached people from the bottom up to Olympic gold
medals with Scott Goldblatt. Coach Jim Wood. All right, let’s begin with Coach Klein. Why own your own club and
what allows you to do it? In other words, what skills have you acquired that you feel like have helped get you to be
able to get you to be able to manage and do this yourself?
Ira Klein: Well, what allows me to do it is my wife. Um, the – the skills – when I went to Santa Barbara because
before that um, you know my coaching in club had been like in YMCAs. I — I was also coaching at a Las Vegas Golf
which was a single owner club, a little bit different. But when I went to Santa Barbara, there’s a situation is a city
hired you as the independent contractor and then basically you collected the money, you paid the staff, you did all
the uh ground work. And we gave 10% back to the city for use of the pool.
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And it was a pretty good deal but it forced me to learn um, how to do all the business side of running a team. Uh, so
then um, after going to uh, USA Swimming and heading up field services for four years, um I got back on the pool
deck back in Sarasota. And after a year and a half I was there originally with the YMCA. I split from the Y and my
wife and I decided we’d finally do what we’ve always talked about and started our own program in Sarasota. But it
was the skills that I was able to gain in Santa Barbara that forced me – well taught me how to do it.
Chuck Warner: Mike you started uh – you swam at Oakland then you went to Austin. You started with your own
club but in a rented facility is that right?
Mike Koleber: It — it was formerly a board run program but what got me back into coaching or back into the swim
world. I was gone maybe 10 or 12 years after college and just kind of stayed away from it for a while. And I just want
to tell a quick story of uh an insurance sales man just graduates from college, he gets his certification, he goes out to
uh – to an old guy’s house 95 years old in Kansas middle of August it’s summer time, it’s hot. And it’s a bunch of dirt
roads and he gets there and he walks up and he’s ready for his pitch, for his life insurance pitch on this man who’s
rocking on a rocking chair on the front pouch. He’s got a hound dog sitting next to him, he’s drinking a lemonade.
And the kid starts in the presentation and out of nowhere the hound dog out you know – let’s out some big bellow
and it kind of shakes up the – the sales man. He starts over about 10 seconds later, owwww — does it again. Finally
the kid says, “Mister I think something is wrong with your dog.” And he says, “Nothing is wrong with my dog,” he
says, “He’s just laying on a nail.” “He’s laying on a nail why doesn’t he move?” “Well he will when it hurts him bad
enough.” And so I was in a corporate in fluorescent lights in a cubicle and the nail kept on sticking me and I was
envious of looking outside and watching landscapers complete something and make a difference.
And put out wood chips and mulching and mowing and doing the trees because at the end of the day they could see
what they did and they could make a difference. And I didn’t think I was making a difference and I had to get back
into coaching and teaching to make a difference. And so that’s what brought me back into the why. For me it was
more of a pain than it was uh a dream. It was, “Uh I’m going to get out of what I’m doing, I’ve got to go back to what I
love,” and the water is what I love so —
Chuck Warner: And you jumped into this, building a pool and all of that, we’ll get to that in a minute. But what gave
you skills to think you could pull this off? Was there a business background that did, was there certain educational
program?
Mike Koleber: My dad was my first coach I was teaching lessons when I was 13 years old. He’d take me to this
community pool on Saturday mornings, I’d work several hours of teaching and he gave me all the criers. So he took
the good kids – I got to say good kids. He took the kids who were ready to roll. Anybody who was crying, I took the
criers and I’m 13 years old I’m like, “Thanks dad.” But that’s how I learned it from teaching and realizing I was pretty
good at getting kids to stop crying and getting kids to start learning how to swim and it was an early age.
Chuck Warner: But that’s coaching, what about owning? What gave you the capacity to feel like you could go talk to
people about financing your program and your facility and you facility and doing all these things you do to own your
club?
Mike Koleber: You have to have an extreme amount of confidence and there are going to be people that are going
to want to try to shake you from it. And there’s going to be a lot of folks saying, uh, you know just do what you’re
doing. Don’t try to uh strive for anything bigger and I always try to strive for something bigger and better. And I knew I
could do it I just you know from a business standpoint business degree out of college I don’t think the degree itself
has helped I just think the life experiences in handling people and working with folks and if you can get people
excited about whatever it is that you’re doing and they’re going to tell other people about it, it can grow. We went
from 70 kids to 140 in one month and that was from – I took over team as a head coach with 70 kids in August by
September enrollment was – it’s a small community you know country club type pool; six lanes no wall targets, three
feet deep at one end and you’re lucky if you could see the bottom on most days because they didn’t take care of the
pool. But from 70 to 140 doubled the team in a month we did it through free swim clinics on Saturday mornings and I
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guarantee to make their kids faster.

Chuck Warner: Jim I see Mike as a young guy doing all this but
Mike Koleber: I’m 52 yes so
Jim Wood: Don’t go over your [Indiscernible] [0:10:49].
Mike Koleber: Yeah.
Chuck Warner: But really when you started with Berkeley Aquatic Club you were a pretty young guy in terms of
moving into the ownership position. Why did you feel like you could pull that off?
Jim Wood: Well I started in North Carolina as a head coach when I was 24 and then left there at age 27 to start my
own program. I did it because I – affirmatively for every single coach out here you need a philosophy as to how you
coach and how you teach. All right and it doesn’t work if the whole club isn’t on that same page. You know so when
you’re running a parent run club or you have uh a YMCA or a town you know you need to make sure you have the
same philosophy going in there and their philosophy can change. You have a different parent board that can change
so I had made a decision because I left North Carolina mainly because of the change in philosophy. We had an AD
that hired me, we were exactly on the same page a new AD came in my last year who was totally on an opposite
page and it just wasn’t going to work for either one of us. All right so I left at that point.
What made me think that I could buy a facility? Um I think some of it might just be youthful enthusiasm where you
maybe didn’t know better because everyone else was telling you, you couldn’t but you just decided they didn’t know
what they were doing. I think um I had some real opportunities in high school I would take a leadership role and do
some things that were outside normality. You know the concerts that I ran and stuff like that it kind of gave me
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confidence that I probably could take on a chore like this. Mike will tell Ira will tell you, you know when you go
through and look for financing for a swimming pool it’s not really easy. You don’t really have a business plan that
shows you’re going to make enough money to pay off a loan all right? And I went through tons of banks and finally
got a foundation to step up and do it. They had been a small club there prior but not at all the same way my
philosophy was.
So unlike Mike I was total opposite I went from 140 kids to 38 in one month because I – because we virtually went in
that first day and no one was doing flip turns you know um everybody had the right to get out and take a shower
whenever they wanted to in the prior group. And I set out in making some changes here so everybody said goodbye
all right. So it was an interesting um – I think I just had the positive side was confidence that I can do it. I don’t know
where it came from except for things prior in my life that led me to believe that. And the other end of it was a
negative way that I didn’t want to put myself in a position where I had – where I was not in a good term in the
philosophy of the program and stay consistent with that. Oh and both were motivating factors.
Mike Koleber: Own the rest of your career instead of have somebody else own you so to speak –?
Jim Wood: If I – if we are successful we’re successful because of the people that I surrounded myself with. And I
have great, great people that work with me. And if I was under, unsuccessful it was because of something I didn’t
do.
Chuck Warner: Keep going Jim on legal set up. The Berkeley Aquatic Club is set up as both a profit and a nonprofit
organization. In a sense that’s two different organizations.
Jim Wood: That’s right and actually now with the new facility we have three separate organizations. Uh Berkeley
Aquatic Club is my corporation; it’s a regular corporation you know it’s for profit. I um I own that. We have a 501(c)
(3) called Blue Streak Aquatic which is our vehicle for our parents club. We’ve a very, very good parents club and
their job is to handle all the stuff on dry side all right. They don’t get involved in the wet side whatsoever and they
raise funds to help support the team and that’s our 501(c)(3) called Blue Streak Aquatic. And then the construction of
the new facility we have a third corporation called Berkeley Aquatic Club Center of Excellence and that’s in LLC but I
have two other partners.
Chuck Warner: And how do you handle finances do finances? You keep the books; you and your staff keep the
books, revenue expense that sort of thing?
Jim Wood: We try to bring in more money than we spend okay? Yeah and that’s basically how we handle finances.
No we do um Tristan Formon who’s sitting in the back here um has a very, very – we’ll tell a story. When he came to
the country maybe 20 years ago or there about swam forward for a couple of years then I had him start coaching
and stuff and we were just talking one day about finances and money and stuff. And he let me know that since he
was 22, 23 years old since he had come into the country he knew every penny that he made and every penny that
he spent. I said, “Yeah okay.” No he meant every penny that he made, every penny that he spent. He had a ledger
that showed he spent 25 cents for a newspaper you know or he gave his son 12 cents for mowing the lawn. And he
knew every penny he made every penny he spent. I hated doing the books I had an ideal person right there to do
the books. And so um Tristan has become our – if we have titles he’s our CFO and Head Age Group coach.
Chuck Warner: Mike um your legal set up? Profit any nonprofit to it?
Mike Koleber: We just created a not for profit arm but we haven’t done anything with it yet. Um potential booster,
booster type club. Um we do everything just it’s a for profit organization because to get a loan from the SBA uh at
least at the time they weren’t – they wouldn’t do that with a not for profit. You had to be a for profit organization. A lot
of times for profit gets a kind of a bad name you think you just a greedy son of a gun. It’s just to – it’s an accounting
classification and there are people out there making millions of dollars that work for not for profits that sound like
they’re you know altruistic all the time it’s not always happen that way. So it’s – from a – from an SBA standpoint we
had to do it for profit to get the SBA 504 which is part of our loans to do the centers.
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Chuck Warner: And your revenue expense and your accounting your wife handles a lot of this?
Mike Koleber: There’s not a check that’s written out by Nitro that’s not signed by my wife. She has total control over
all the dollars going out. However we do have an accounting firm and attorneys and the whole deal because we
have 100 employees and two locations and it’s a very large organization now but uh that’s something you don’t want
to – it’s a full time job just keeping track of the – keeping track of the numbers.
Chuck Warner: Yeah and you have two kids?
Mike Koleber: 15 and 12 and still married.
Chuck Warner: Uh Ira your legal set up?
Ira Klein: When we first got started we were a for profit corporation and then three years ago we switched over to a
uh a 501(c)(3). Uh the for profit was called Swim Management um the 501(c)(3) is Klein Swim Academy. We work
under two DBAs uh Sarasota Swim Academy overseas, our Learn to Swim and Baby & Me program and Sarasota
Tsunami is the Masters and Age group program. Um I basically do all the books myself I do the – I take care of all
the financing. Um we’re different than uh Jim and Mike because we use um municipal facilities. We’re in two
different counties and being a nonprofit make a big difference uh in dealing. Kind of like what Mike was saying it’s
not that all of a sudden I’m making you know half of what I did before but the way everybody else works with you if
you’re a 501(c)(3) is very different.
Chuck Warner: And that brings us to the whole issue of facilities of these guys own their facilities and you don’t.
Ira Klein: Correct.
Chuck Warner: So what do you do to ensure or what can you tell coaches about ensuring a place to train, ensuring
a place to hold practice for the club they own? How do you make sure that stays in place?
Ira Klein: Well uh you know the first thing I coach in Sarasota Florida so that’s about three hours from here on the
other coast and it’s still you know it’s – some people might call it a small city and I think of it more as a big town. And
uh I know most of the um county commissioners. Our main facility in Sarasota is very unusual because it’s owned
by the city but run by the county. So I really have to stay in touch with both uh commissioners from both sides, um
and it’s more of making certain that at least twice a year I send emails to all the commissioners telling them about all
the things we do. Because we do scholarship kids for Learn to Swim and Swim Team and I want to put that out
upfront because I know that if you wait to contact your – in this situation the commissioners until there’s a problem
like somebody’s fighting you over pool time and then you are first introducing yourself trying to explain it then you are
too late. They need to know who you are beforehand. So that when problem is arising right such as they need to
close a pool to remarcite and we were able to get them to put it off in spring, because originally they wanted to do it
in August which would have been the big bump from the Olympics. So we were able to happily gain enough
momentum within and getting them to realize that uh too many things will be affected in the fall so we moved it to
the spring. But it is different when you are trying to run your own, own your own and you are in someone else’s
facility.
Chuck Warner: Mike you uh – can you explain to everybody how you derived the funding to build your own facility?
Mike Koleber: What Jim said earlier it’s – it is certainly not an easy task to get people to give you money to build a
swimming pool um it’s tough it’s a tough sell. Uh you have to have your ducks in a row obviously but I want to touch
real quick on leasing facilities or renting facilitates. We did it for several years and what the advice I would give is
treat everybody that is associated with that pool and that facility like they are gold. It doesn’t matter whether it’s the
person cleaning the toilets or it’s the person out there scrapping gum off the deck it doesn’t matter who they are.
Treat them extremely well for a lot of reasons. Number one it’s the right thing to do. But number two they might be
ones making decisions in the next year or two because when there is a turn over the next thing you know some of
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them are in the decision making process or decision – I’m sorry decision making positions.
And they determine your future. And so really watch your P’s and Q’s if you are leasing and renting treat everybody
out there extremely well always. Um as far as financing goes what Jim said earlier you know the banks will – “Oh
yeah I had a nephew that swam one time.” And they got all excited and you all get excited and you send the
information over to them and “We’ll contact you on Friday I’m rolling with the committee we’re going to talk about this
we are going to get this thing to happen,” and they will call you back. And then you’re waiting and you got you know
ten different banks you are trying to work with and no one’s going to call you back and you’re trying to chase them
down and it just doesn’t work. It doesn’t fit in the average portfolio of a bankers mind to put a special use facility for
a startup. And when we finally got funding even though we were carrying 370 kids in the program, cash flowing
pretty well, leasing some facilities in the area you are still classified as a startup because your current um program
cannot support what it needs to pay the bills on a large – uh on your own facility when you are building a project.
So you’ve got two strikes against you at the very beginning you are a startup and you are a special use facility and in
a bankers mind those two things are not favorable to try to get financing from a bank. So we uh we can talk longer
on these stuff it’s – I know there is a – Mick and Sue Nelson right now are doing their Build up World Conference
right now during this meeting. So – but if you want to discuss that kind of stuff meet me afterwards or you want to
take time now?
Chuck Warner: I want to hear your story about having your team banquet and telling the parents then after the
banquet anybody that would like to meet me back of the room I would like to talk to you about financing a new
facility.
Mike Koleber: I put an email out to the team base and I was head coach of a board run program it was board run.
And when they hired me as head coach I told them I’m going to build a facility and it was “Yeah all right ooh we are
all excited.” And after the end of the season we had a little end of the year awards ceremony type thing. And I sent a
note out that I would be meeting anybody who is interested in investing at the TGIF Fridays down the street
somewhere in the North Austin area. You know and like seven people showed up. And someone asked me later and
said, “Seven people weren’t you like disappointed?” “No. I had seven people that wanted to hear about this I was all
excited.” And out of those seven people, a few weeks later some questions were asked and some questions were
asked and some questions were asked and the person the person who you think will be the least likely to help you in
a situation like this is usually is the person that steps forward. This was a Nascar t-shirt jeans with holes in them
driving a beat up red Mustang he and his wife writes a check of $200,000 toward the project.
And most banks are going to require 20% upfront of whatever the total project cost is going to be. So the first
mistake I made was getting all excited a few years before that and putting the contract on a piece of property
because I thought that’s what you do and then paying to extend what we call feasibility studies when they are
exploring the land will this work or not. Hiring an architect, they design the project. It was all great. Thousands of
dollars thousands of dollars thousands of dollars and then they come back and say, “We can get you one pool but
not two.” Meaning we can get you the competition pool or we can get you the lessons pool but we can’t give you
both. There is no enough room.” “What do you mean there is no enough room?” “And we can get you 77 parking
places.” Well 77 parking spots isn’t going to pay your bills on a multimillion dollar facility. And I’m– I was just
crushed.
And that’s when the wife says when I have a two year old at home “Do you — sure you know what you are doing?”
And that’s when you have to – if you ever seen a movie called ‘The world According to Garp’ where he is – it’s a
Robin Williams movie – and a plane crashes into a house and he is looking at buying the house and he says “We’ll
take it.” And the wife says “Are you crazy?” And he says, “The odds of this happening again are astronomical.” And
he is very positive about it. And I just told my wife I said, “I just uh got an MBA, I just got schooled on how not to build
the facility.” Because I lost everything, we were down to zero because we didn’t — we couldn’t get that property but I
extended fees.” So all these private lessons I did for years. All these little cash junks zero. And at that point most
people are going to say, “This isn’t worth it I’m just going to do something else or I’m going to go sell insurance or
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whatever.” If, if, if the fire is burning strong enough inside you, you going to figure out a way to get it done. And um it
took us a while at that point then it says 20% down. Let’s get 20% down of what the estimated project cost is going
to be. So get busy on raising that. We have actually did a partnership and it was an investment. And it was within a
turn year and everything was drawn up legal documents and the whole deal. And you can’t – you can’t guarantee
that you are going to pay back people. You can’t say that you are going to pay back people.
You can’t say “I’m going to pay you back whatever percent interest.” You have to say by legality terms. “The plan
calls for a whatever percent return.” “Well can you pay me back?” I don’t know. It’s a risk. But they have a chance of
making some money on it too. So I’m happy to report we’ve paid back our investors all except for that main one guy
that $200,000 guy. That first project we had to end up raising $905,000 upfront for a $4.5 million facility. Well of that
$900,000 400 and – I’m so sorry $540,000 of that 900 and some, came from that one guy. So more than half of what
I needed came from the from the holes – the jeans with the holes in them the red Nas – the Nascar T shirt the beat
up red Mustang. And he also signed down as a guarantor. My wife and I we didn’t have two nickels to rub together at
that point. He signed to – he guaranteed the loan to the bank. Now what’s a guy like that worth? But I think every
one of you had – you don’t know but you – someone who knows you knows someone who might be in the right spot
to do that so…
Chuck Warner: Real quick to finish it up Mike um you filled two 50 meter pools with 25 – well 20 plus yard teaching
pools like this one. And when I came down and saw you a couple of years ago you said you had this new
playground kind of thing you had in mind. Is that what this is?
Mike Koleber: Oh no, no, no. We were going to do another swim school across the street from our original location.
And the cost started going up and up and up. And in hindsight we did the right thing we pulled the plug on it,
because we were going to mess up our model. And we thought we had something better. But we’ve got something
pretty good now and we didn’t want to send our families across the street with you know the four — three and four
and five year olds, then expect to have seven and eight year olds at another location at the same time. Moms and
dads don’t want to do that. They want to keep their kids where they can see them. And uh for the right reasons we
pulled the plug on that second – on the third location.
Chuck Warner: Jim for 35 to 40 years in the sixth lane Berkeley Aquatic Club pool and now you are in this what
happened? It was easy right?
Jim Wood: Well the first one wasn’t too hard. I – we did – we had exactly the same bank issues that Mike was
talking about. And we wound up having to go to a private foundation to get a loan for the first one. And at that time I
owned Metro Swim shop with Greg Egad and I sold my shares in Metro Swim shop with enough money to put down
as a down payment in the uh’ in the facility. Then the interest rate was so high that I busted my butt to pay it down
sooner. Uh and so — that one got paid down in about 10 or 12 years. So I have that right now with no mortgage on
it. The second one, the larger center that’s been operating everyday for 40 years.
We ran out of space years ago. We are leasing space from a bunch of different colleges and stuff. And I really
thought that to — our mantra from the beginning has been to give every athlete that walks into our facility the
opportunity to reach their potential. And I don’t think we are doing that to the degree I wanted to in the facility that we
had. So we looked at a new facility. Um, I really empathize with you Mike. Because I still own a piece of property that
cost me $2.8 million that I haven’t put a pool on, yeah. All right so um — there are times you jump ahead on some of
the stuff. We looked at 51 different pieces of property, and I’m not talking that we drove by and said, “That’s pretty
cool.” We looked at 51 pieces of property where we did some due diligence on, where we did, you know approvals of
the town. It took us 11 years from the time that we started the project. And I mean then we bought the Trials
[Phonetic] [0:30:57] pool in 2004. It took us 11 years to uh, break ground and get this pool operating and 51 different
pieces.
So if you think you are going to do this in a day, it’s not going to happen. All right I don’t know how Mike would feel on
this but — whatever you think it’s going to cost, double triple it, quadruple it; it’s not going to cost that, all right. You
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know, I think most people fail on something like this because of under-capitalization, you know. And if you don’t have
significant enough dollars to go on into it, to make sure that when, you know, when you go through all sorts of due
diligence and someone says there is a wood turtle on that property and then the environmental protection group
says, you can’t build there. Alright, so you’re going to get all those kinds of roadblocks that go along with this.
Financing for this one and I’m not sure it can be duplicated, but maybe some of you can. I didn’t think at the time, it –
it got beyond what I was able to do even with loans. And I’ve been coaching for a long time in this facility, 40 years.
So there’s an awful lot of history and association with people. One of the athletes that I coached prior to this facility
— prior to being in Berkeley was 43 years ago. And he was our first and my first ever State JL Champion. All three of
his kids went through our program. And another individual who is relatively wealthy and all four of his kids have gone
through my program. I sat down with two of them about three or four years ago at a summer workout at our — the
facility that we rent, because it’s outdoor facility in the summer time. And approached them and said, “This has gone
way beyond what I can afford and what I can pull together.”
And I said, “I need four people to come on.” And this is when had — we started the LLC, “For a million dollars each,
okay, you may never ever, ever get a penny back from this. You will have equity in the facility. I will have 100% of the
voting shares for how it operates. You will have equity. If we make a $1000, each one of you guys will get your
percent of that. If we lose a $1000 you are going to have to put money into it to keep us going.” All right and I sat
with them and I said, “I’d love for each of you to put in a million dollars each. All right and if we can talk – find two
other guys to put in a million that will get us started.” They said, “Let’s talk together.” So the two of them talked
together for about ten minutes and they came back and said, “Don’t worry about the other guys we are in for two
million each.”
All right at this stage now in the project, they have both put in over six million dollars. Never — never a
disagreement, they said, “Okay where do we need it? Why do we need it?” And they’d write checks the next week.
So mine is probably not that –one that can be duplicated in a lot of spots. But we have a $15 million facility where
these two people have put in six million dollars each one of them. All right, they may never get a penny back. It’s not
a 501(c)(3), so it’s not like any of that kind of stuff is tax exempt. They only have an equity ownership in the facility.
All right, and that’s where my financing came for the second pool.
Chuck Warner: And you’re facility is a former Panasonic building or rented as a Panasonic building. It was 50,000
square feet and you built a 50 meter pool outside that facility?
Jim Wood: Well in another pool, yeah. The facility was owned by Panasonic. And I saw this — I saw this piece of
land it’s in my home town. It’s a five minute walk from my house. I — I saw this building almost at the beginning of
this project and continued to contact Panasonic. Continued to get shipped off to somebody in Tokyo who owned the
facility and had no idea what I was talking about. And then the history was we went pretty far with the property in um
Warren, where we had all of our approvals. But the town of Berkeley Heights which is next to Warren didn’t want to
give us hook up for sewer. So we went back through a referendum etc and I’m sorry I don’t want to take too much
time on this which is probably the most important part of how we finally got where we are.
In the town of Berkeley Heights on a Thursday night or something like that, I get a phone call from the Mayor of New
Providence on – which is the town I live in right next to where our other facility is. It goes New Providence then
Berkeley Heights. The town from the phone call from the Mayor of New Providence saying, “Hey we’re all cheering
that you win this referendum but if you don’t you mind if I give you a call the next morning?” I said “No, it’s fine.” Well
we lost he calls me at 8 o’clock the next morning and says, “Can you meet me at this address?” The address was in
the Panasonic building. All right so I’m there and he’s there with the President of the town council, the town planner
all right two members of the planning board, the town administrator. And he says, “We want you to buy this building.”
And I said, “Well I’ve gone all over the place, it’s not for sale.” He said, “Panasonic is moving into a new international
headquarters in New York in a month.” And he said, “It’s going to go on the market.” All right and I said, “Well, you
know what I have just gone through, you know in Berkeley Heights. I really don’t want to be fighting zoning issues.
And I know it’s not zoned correctly.” He said, “We changed the zoning two months ago for you.”
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Right, so all of a sudden we have got a piece of land, you know an ideal piece of land. The building is — was 50
something thousand square feet. It was an office building with a warehouse part at the back of it. And then we — we
converted the warehouse into the teaching pool, the aqua therapy pool. We used the building for our dry land
training, our yoga studio, our offices and then we built another 26,000 square foot building that’s attached to it for the
50 meter pool and the 25 yard pool.
Chuck Warner: So, you and I have talked about this often. One of the morals of the story is find the right town? In
other words —
Jim Wood: The town that I have lived in for 50 years. Yeah.
Chuck Warner: You have got to find the right piece of property but you also need to find the right town —
Jim Wood: You need to find the right people there yep.
Chuck Warner: And one more that Mike told me when I visited him in Austin was you will see coaches everywhere
that talk about building a facility. The difference between me and them is I won’t give up, essentially. That you just
keep at it, keep at it, keep at it, keep at it. And you see the storyline between Mike and Jim here. Jim’s 11 years of
working at this, takes an awful lot of time and persistence to get there. Ira?
Ira Klein: Um I just wanted to say — because my situation is different. If I was sitting out in that audience and I’m
hearing numbers like 900,000, a million, two million. It would scare me a little bit, all right? Um, part of this is just my
knowledge from having worked with USA Swimming where we went out to visit. And as Chuck said at the beginning,
the drive in the last 10, 15 years has been towards coach-owned programs, all right? And I would say that we are
increasing the number of individuals who aren’t just owning their own programs, but also building their own facilities.
I know like Chuck Batchelor has got a facility that he is working on building up in New England. And – and that’s a
good start. But like in my situation very different, where it took — I put up my own loan to the corporation we created
of $10,000. We went and found a pool that had no program and going on. It was a 50 meter pool, in the town where
we were. And I like the point about knowing the town that you’re talking about. And we were able to start a Swim
Club and Learn to Swim program on $10,000 in an existing pool. And you know if I was 40 years old, um at that point
I might have been thinking about building my own facility. But looking closer to 60, at that point when it happened the
last thing I wanted was to own the facility as well as owning the Swim Club.
Chuck Warner: So let’s talk about –.
Jim Wood: Can I take five seconds shortly?
Chuck Warner: Sure.
Jim Wood: I don’t think Mike or I had the money to do it. But I – I think sometimes we really underestimate the
impact we have on kids and their families of kids, all right? And – and both of us got significant funding from peoples
whose kids had real benefits swimming in our program. And I think sometimes we underestimate that benefit.
Chuck Warner: Ira you — I hope you don’t mind me telling a little of the story. You go back to the service of the Y
and the way YMCA’S work is there is no contract. Somebody get’s that little nail that slides right under the bottom
like Mike described, for whatever reason decides to change coaches. They change coaches, you’ve decided to stay
in Sarasota and fortunately there was a facility there, but you started with zero.
Ira Klein: Right.
Chuck Warner: And this was how many years ago?
Ira Klein: It’s almost seven. Six and a half.
Chuck Warner: Six and a half years ago. Now you have over 200 kids. You had how many people in the Olympic
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trials?
Ira Klein: Uh, just one.
Chuck Warner: Just one? And several very close.
Ira Klein: Right.
Chuck Warner: So what have you done to brand, market, develop this team out of nothing in a town that has a
team that is branded all over the place and has been for 30 years?
Ira Klein: Uh more than 40 years?
Chuck Warner: 40 years.
Ira Klein: But it was – it wasn’t still as hard, we’re still the new comers on that block and even though I’ve coached
several Olympic level swimmers every um, every accomplishment that moves into the area and we are in a place
where people move to. Um, if we get 20, if we get one, we’re lucky and the rest go to the main program. So we built
this from the bottom up. The boy I brought to trials started with me that first year, he was 10 turning 11, um a lot of
the swimmers I have now in high school started on our Learn to Swim program um, and have come right up through
the program. A lot of it, talking about branding um, it was everything from looking at our team colors, team name, uh,
even the team code, the way it’s going to look in the program versus our competitor down the road. Um, just two
teams in our county and um you know, in Sarasota is as much a retirement area as it is a family area so it’s not like
when you’re in a major city and you have a couple of million. Um, most of the year we’re about 200,000 in Sarasota,
in season 400,000 but those are all retirees who are coming in.
Chuck Warner: Mike what about you? I know branding is very important to you, building your program and the
marketing of it.
Mike Koleber: I was thinking of a team name – the team that I left, the board run for — first of all sorry, it took us six
years from napkin sketch to the doors opening. So it was a six year journey. I know Jim mentioned it’s not going to
happen tomorrow, it doesn’t happen in a day. It uh was six years, blood, sweat and tears nonstop uh, a lot of times
24/7, just having to do something towards the project every single day to keep the momentum going. Branding wise,
uh, I left the team that was red, white and blue and colors and everything else made a difference for me. I’m kind of a
marketing type guy and I was watching a movie called ‘The Incredibles’ with my son who had the — on a couch and
he was at the time I think maybe five years old and I was developing the whole Nitro idea.
And I was having different ideas for swim teams and for some reason I like the name Nitro because I’ve always
liked dynamo and Dynamo Swim Club in Atlanta has got like the cool name, you know. The Mascot dynamo the
soccer team and I think there’s a dynamo I think—I think there’s a soccer team I believe in uh in Houston also, I
think Houston Dynamo. And I just thought it just sounded like a cool name because I like the ‘O’ in the end. The ‘O’
sounded powerful and so I kept on going back to Nitro and I’m like, “All right” you know color wise and I’m watching
‘The Incredibles’ and I went, those are the colors of the second uniforms, without the capes. And um, if you’ve seen
the movie, ‘The Incredibles’, it’s just; it’s red, orange, black, white and yellow, that spectrum. And it kind of was the
antithesis of the red, white and blue good guys and the –
I left, when I left the board run program, it wasn’t on the best of terms, I walked into a board meeting and typically
we all sat together around this table. Well the night that I walked in, that changed everything was there’s was all the
chairs on one side and there’s one chair on the other side. You had the same thing?
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Jim Wood: Well no, I don’t want to get the board meeting.
Mike Koleber: Oh.
Jim Wood: I know who that one chair was, wasn’t it?
Mike Koleber: And I went in and I went, “Okay this is
interesting.” I sat down and – should I pursue this? It’s a pretty
good story actually.
Chuck Warner: Yeah.
Mike Koleber: And how many of you coach right now with
board run program? Raise your arm okay. I’m not going to slam board rub programs because I believe they all start
out with very good intentions and the problem I’ve had over the last few days and I’ve known over the last few years
is that boards tend to change the router of the team so often. If you’ve got parents that have a bunch of six and
seven year olds in the team, you’re going to have more ice cream socials and that’s how the team’s going to be. And
if you’ve got parents of the national level type kids, then we want more travel meets and arena pro series and things
like that and as a coach of that program, you’re just kind of, what is it, um,
Chuck Warner: We’re on for the ride
Mike Koleber: Whatever way it goes, you got to go. So you’re switching – I forget the disorder, mental disorder.
Chuck Warner: Roll in the wind?
Mike Koleber: Schizophrenic, You don’t know who you are, from year to year. It depends on the board. And the
board can change seats every whatever has been based in the by laws every one year, every two years, whatever it
is and so you don’t know who’s going to be in that seat and you don’t know who’s going to like you and who’s not
going to like you. And you can go from a hero to a go, not greatest of all time. I meant go, as in getting kicked out in
he span something so quick it can happen. So anyways do I sat down on this chair and the – one of the board
members, I remember who it was, I won’t even say her name but I know who she was and she looks across and she
says, “So, how’s that pool project of yours coming along?” Well, “Here’s the rendering, here’s my potential investors,
here’s the environmental phase one. I’m excited”. Next question was, “So how many of our kids are you going to
take?”
And I became Homer Simpson at that moment. And inside my head I’m thinking, “Think boy, think boy, think, think,
think, be careful, be careful, be careful.” I’m processing everything and I said, “I’m not going to take anybody, I’m not
going to take anybody.” I said, “The market will determine it. If people want to come, they’ll come, if they don’t want
to come, they won’t come. I don’t — who knows? I don’t know but I’m doing this and I told you all when you hired me
that I’m going to build a swim center and now we’re going to build one.” And the next question was, the comment
was, “That sure is far away.” As well if 13.6 miles from drive way to drive way is too far for people then they won’t
come.” And I realized at that point, you’re either –they’re either with me or they’re against me. And I left the board
meeting; next they formed a sub committee to determine the transition process of what’s going to happen when this
facility opens. But in the mean time I went and secured a pool, an outdoor pool, on my own.
Told my wife I said, “We got to got to go on our own, this isn’t going to be good.” And Steve’s here from Lost Creek
and he’s doing a great job on ours. They got four locations now in Austin and one of the pools right now is one of the
pools we had for a while. We were using it and I secured it I went back to the next board meeting, they sent me an
email. The board said, “To keep things rolling you’re going to do these four things.” And the first one was, “You can
no longer speak about this new pool project until you become fully funded,” okay. “Number two, if this pool opens up
at any time during the lease periods that we have on these three pools, your entity will pay for the rest of the
remaining of the lease periods of the utilities and gas and rent and everything on these other pools, okay?”
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I didn’t need to read three or four because that was enough for me to go, “Okay, I’m out of here.” So I pull into a
board meeting the next board meeting, and I didn’t have – I had nothing in writing with this pool that I had arranged
the deal with, nothing in writing. And I called the person before I walked in the board meeting. I said, “Listen, do you
think we have a pretty good deal or not?” And she said, “I think it looks pretty good.” I said, “Because I’m about to go
in and resign right now from my full time head coach position with benefits, with two kids now at home and a stay at
home mom.” And I said — she says, “I think it’s a pretty good deal.” So I walked in, sure enough, there’s a seat,
there’s all the seats, I sat down and they said, “Hey, let’s talk about the email.” That they sent about those four
things.
I said, “Nah, I’m going to save you all a bunch of time. I’m resigning.” And jaws were on the ground. And certainly,
you couldn’t believe that I’m not going to respond this way when you pretty much painted me in the corner. I mean
Life Time Fitness will put up a scale model in malls two years or so before Life Time opens up to let people know that
they’re coming. You have to do that, it’s smart and they’re telling me I can’t talk about this until we got fully funded
so that was enough for me to get out of there. And I said, “I’ll stay for the summer, I’ll leave today, whatever you guys
think but on September 1st I’m starting over in another place.” And they kept me there the whole summer. So I got a
chance to talk still about the new project going up and I wasn’t going to pay their leases out. So that’s the story on
that one.
Chuck Warner: Thanks. Berkeley Aquatic Club branding and marketing is this – look at this next one, is this, what
you have people do? Go water skiing with Berkeley Aquatic Club kickboards?
Jim Wood: Yeah.
Chuck Warner: You’ve got a big facility now to fill up.
Jim Wood: Yeah we um, our brand pretty much hasn’t change and that’s only because we’ve had it for 40 years so
we figured we’d keep with it. Um, what we’ve done is standardized it a lot more, you know, so with Berkeley Yoga,
Berkeley Dry Land or Berkeley Aquatic Therapy and all with the same logo and the same kind of branding on it.
We’ve brought in an um individual to actually increase our social media presence. Basically our social media
presence before was me now and I would send out a quote through Twitter and I don’t – and I used to quote a
Twitter and I was told by the kids over and over that it’s a tweet you’re sending out not a Twitter. But I’m pretty – I’m
not very up on these things so we hired someone to get more of a presence for us on the social media. We are
doing a lot more free advertising that way.
We have sponsors now that we also need to make sure that we’re including whenever we are doing that
[Indiscernible] [0:49:47] Speedo um, a local bank, a few other people there that we’ve uh, you know, made sure on
souvenirs we’ve included them. Um, we’re lucky because we brought in a relatively large team into the new facility a
relatively established and large swim school. All right, we have greatly expanded our Master’s Team; we have hired
some very good Synchro coaches to utilize most of our space in our old facility because we have deeper water there
so we are expanding a lot of things. We never had yoga before, we brought in the yoga teacher and now she’s
employed by us um so we’ve done a lot of things that way but we haven’t — we’re still blue and white, we are still
the hero colors not the new colors yeah and so um we haven’t done much as far as changing our logo or actual
branding but we have expanded it yeah.
Chuck Warner: I want to skip parents in our plan but —
[Off Topic Conversation]
Mike Koleber: The — don’t underestimate the water mouth and what you deliver everyday on a pool deck. We’ve
got I guess the Facebook accounts and the Twitter’s and everything else going out there and there is nothing more
powerful than — than making a six or seven year old smile ear to ear, walk off that pool deck and see the hug that a
mom or a dad’s going to give the kid after just a practice. I’m not talking about swimming, it’s just a practice and in
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— you got to, you deliver a feeling and a swim practice when it’s all said and done when it really comes down to it,
you’re delivering a feeling. And when they leave that pool deck if you treat these kids and these parents right I was
— I heard a presentation yesterday and it was not too pleasant on the parent’s side of things, parents, parents,
parents are always bad, bad, bad, bad and embrace the parents and don’t be afraid of the parents they’re your
customers. And spend time with them, walk around and they’re sitting around watching practices, spend time with
parents, sit down on the bleachers with them, “How’s everything going.” They’re not your enemy and if you play
enough offence you won’t have to play as much defense and you keep on putting your message out there and what
you want you’re sure there’s going to be — there’s always the outlier that’s going to give you problems, I don’t care.
Every team USA has some parents who are problems but most of them aren’t bad, most are really good and they
are supportive. But you make a six or seven year old or a 12 year older or 15 year old that’s wearing boxer shorts
and shows up on your pool deck, you treat those kids right, guess what they do? They tell their friends and the
parents tell their parents — they tell their friends and that’s how you build your team, that’s how you outgrow your
facility and that’s how you start looking at other facilities. You know there’s no quick fix, if you got, with the speed of
information today the differences I remember when fax machines first came out and I remember looking inside a fax
machine and thinking, how does this thing work this is amazing you know. The difference it kind of compressed time
by about two or three days of regular mail, now a click of a button the message is instantaneous. If your product is
still – if your product is bad the word is going to get out faster, if your product is good it’s going to get out faster but
you got to focus on the daily product that you are doing every single day. It’s what you do day to day; it’s not what
you do to championship meet so —
Chuck Warner: Unfortunately we only have about eight minutes left so let’s go real fast on a few things and Mike
you are unusual in that you’re the head coach but you’re not coaching a particular group but — tell everybody in
about 30 seconds. I know what you do, is just walk around the pool deck and do exactly what you just said —
manage your coaches but what is your engagement with kids in terms of getting in the water or coaching per say?
Mike Koleber: I don’t spend hardly anytime at all with our higher level groups, I stopped. I’m kind of their uncle now
you know, I’m the happy uncle that stops by or helps with a problem — I’m a pretty good body language reader and
if I see that something is bugging a kid I can kind of pull them out of the water, I’m just going to talk to him and see
how it’s going. I’m not the main disciplinarian type authoritative coach anymore. If you walk into one of our facilities
and if I’m there, more than likely you’re going to see me either talking to parents, walking the deck or in the water
with our youngest groups. And when you walk in the doorway the first few lanes are usually our beginner type
groups of swimmers, I’m usually in the water or helping with the youngest kids and so when parents are on the
bleachers looking, “Who’s the old guy that looks kind of crazy?” “Oh that’s the owner.” “And uh really he’s with my
kid?” I just think it’s just so important for a number of reasons, number one; you’re starting the program off right,
you’re putting your qualified people, I guess the best — showing how important those little guys are to your program.
The other thing it shows, it shows the coaches what’s important to your program and you better be taking care of the
little ones coming through – coming up the ranks so that’s where I spend my time.
Chuck Warner: Um Ira, your — your role?
Ira Klein: Um I coach both the um what we call our senior group or high school age swimmers and our um– one of
our junior groups our middle schoolers um we run a morning practice for both of those groups and afternoon so I’m
about six hours a day on the pool deck.
Chuck Warner: Um Jim?
Jim Wood: I coach our senior team and I assist with coaching our junior team which Tristan coaches in the back
there um so it’s morning and afternoon workouts um and my role is I do hire staff and we give staff training so they
know what we expect and then we give them ownership and resources to do it.
Chuck Warner: Our total staff time here left is about 30 seconds so why don’t you use it, can you explain what
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[Indiscernible] [0:55:45] once told you about how to figure out who should do the right job, do you remember that
discussion?
Jim Wood: No.
Chuck Warner: How does personality equate to the people you look for in a certain staff position?
Jim Wood: I think in all of our staff positions there, there educational background and how much they know is not as
important as their perceptions and the enthusiasm and the smiling that they do. I don’t think Dough told me this but I
was told this years ago that — I’m going to try to do it really quickly, a very large company that was known for it’s
great people that were working there — somebody was interviewing them and said, “What kind of manual do you
have, what kind of — for this” and the guy said, “I have no manual, when people come in here” he said “I look at
them and say they are either this category or this category” and he say’s, “And I’m looking for eagles, I’m looking for
people that can soar, people that can smile. If someone comes in the interview and they’re dark I don’t hire them. I
don’t know how many degrees etcetera that they have, I really want people who are going to be enthusiastic and are
going to smile and fit in to the basis that we are trying to do in our program which is to teach and develop great
adult’s not just great swimmers.”
Chuck Warner: So more, find the right person that fits that job than trying to take somebody and train them to do
the job but there is a personality that tends to fit the job. You can teach them the skills —
Jim Wood: No. I’m going to say, correct but it’s not the right person for the job — I have no trouble bringing
somebody in and teaching them what the job entails and if it’s the right person. I’d rather — I’m not going to bring
someone in who has no background at all in swimming but if they’re — I’m looking for the person that’s going to
come in with smile everyday and he’s going to be enthusiastic, he’s going to be energetic you know and if they — if
they want to be a coach we can teach them part but I can’t teach them how to smile and be energetic.
Chuck Warner: That’s important.
Jim Wood: Yeah.
Chuck Warner: Um let’s get to swim school before, before we go and Jim you could start and this is a picture of the
new Berkeley Aquatic Club swim school area 25 by 50 foot pool. Um how important — how many kids are involved,
how important is that into the financing of the regular program at Berkeley?
Jim Wood: It’s our highest source of revenue; we’ll do $1 million this year in revenue in the swim school all right.
We run approximately 1,000 kids a week through it, very important for the revenue end and important for — we take
very few kids to try outs but we used to take a lot but now the swim school seems to fill —
Chuck Warner: How many kids do you have in the swim school at the two facilities?
Mike Koleber: Uh the newer facility right now we got 1,100 kids taking lessons weekly and the original facility we
have 2,300 kids taking lessons right now and that’s in a 20 yard by 25 feet with 154 parking places. Um so to
answer his question, it’s our number one source of revenue also.
Chuck Warner: Ira?
Ira Klein: Ours is smaller we do about 110 to 150 uh swimmers twice a week, in summer we have an indoor facility
now that we utilize in the winter [Indiscernible] [0:58:59] and we’ll do about 50 to 75 there but um I would
recommend to anybody who wants to have their own team whether you’re going to build your own pool or not, build
your swim school first. You have to that swim school first because it might only be about only 25% of our basic
income uh maybe a little bit more but it is crucial both in getting our name out there and in bringing swimmers into
our program.
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Chuck Warner: Let’s wrap up with this thought a little and talk a little bit about the future of American swimming and
club owned programs. If you were here yesterday for the American swimming talk there was a chart there that
showed that in Australia there was 100,000 registered swimmers in the year 2000 but in the year 2016 it’s dropped
to 72,000 so they’ve lost 28,000 total net swimmers over the last 16 years and Jim would ask the question, “Why is
that happening?’ John Leonard’s answer was because the swim — competitive swim coaches have less control
over the swim schools than they used to. And it’s made that sort of impact. And uh, a little follow up to that later was
that Forbes Carlyle before he passed away, preached and preached and preached in the Carlyle Swim program that
we are going to build our swim school we are going to make it bigger and better and hat today the Carlyle Swimming
program is the best that’s ever been all throughout. Can each of you guys finish up with a minute or so of what – if
you look down the road and you are talking to young coaches of what you might suggest but I think it’s pretty evident
from the conversation we had but Jim if we can start with you then work our way across what would be good for the
future of American swimming?
Jim Wood: Overall, obviously swim schools are important, right, because you can start kids at whatever age, you
bring them in to the different tracks and some might be competitive swimming track. I think coaches teaching values
first, swimming skills later is very important, right, because I think, I think that brings the whole family in to it. Um —
Chuck Warner: And if I can interject or interrupt, would you have the support and the financing to have built this
facility if you didn’t approach so many —
Jim Wood: Not even close, not even close.
Chuck Warner: That is, that is what people are
supporting and investing in.
Jim Wood: It, it, it never would have happened and out
of those two families that did it the kids were pretty good
swimmers but they weren’t Olympic level swimmers or
anything like that. They did it because of what their kids
got out of the program and it wasn’t swimming. Right,
um, stay with your philosophy. See yesterday, Catherine
is right it’s your philosophy you can change it but, you
got to stay with the philosophy that you believe in, that
could change later on but you got to stay with the
philosophy that you believe in.
Chuck Warner: Mike?
Mike Koleber: A little different angle I guess, whether
it’s learning to swim or recreational type based entry
level program, program for some kids, um, an athlete is
an athlete and you – as, as, watching talent and you can
see what they are in the water. When you got a gymnast
that shows up whose who’s seven or eight years old or
even ten years old that maybe doesn’t know the strokes
yet but they’ve got body position and they understand
left and right, uh, body awareness and they are strong already, I just like seeing athletes walk through that door uh
regardless of the age. The thing is how do you get them in the water. You can’t put them in the highest level
competitive groups you have for 10 — 10 year olds or 14 year olds whatever you – if you have like a semi starter
type program and then making sure that you are watching and nurturing along the way and you can, you can – the
cream will rise and you can kind of pick your diamonds out as you’re trying to develop the higher levels but I like
having some sort of entry level type program that’s inviting and not intimidating for the uh less serious, less
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experienced type swimmers.
I think it’s tough for an 11 year old kid to show up on your pool deck for a first time and they’ve never done it before,
and they are around a bunch of other 11 year olds who have been doing it for five or six years, and uh that’s, that’s
quite the intimidating spectacle. So if you can create the environment to welcome the newer kids out there that are
athletes, you walk into most schools, I think there’s a lot of folks who really want to swim but they think maybe it
might be too late already, because I didn’t start when I was five years old. So if you have an environment that can
welcome the less experienced then the athletes will show.
Chuck Warner: Ira what’s the future?
Ira Klein: You know, I’ll go a little bit with what has just been said, uh, we do run a uh what we call less competitive
group within our team, so that the kids who want or need physical activity uh can get it. We take an approach that,
first of all Florida is the number one state in the union for drowning. So our first approach is that we want everybody
to learn how to swim. And not just how to fall in the pool and doggy paddle to the side but really swim. Um, the
second approach is that we want kids to be active and we all know that they are not. We know they given to
themselves, sit at home sit behind the couch playing video games, all right, or texting each other. They are not going
out to run around anymore, um organized sports are much more important so we try to make it user friendly like
Mike was saying to everybody but in same sense, we are also talking about being the best that you can be and we
created an environment for the kids that want to excel to be able to do that.
In terms of the future for United States Swimming, um, you know, I think we are going to continue to grow, I’m not
sure if we are keeping up with the growth of the country in terms of numbers the percentage, but um, United States
Swimming is going to continue to grow and I’m hoping to see more individual coaches being willing to step out so
there is a consistent message going forward, all right, as Mike talked about it before because I think we’ve all dealt
with that one time or another in our careers where whatever you want to do fluctuates with whoever’s on the board
of the club you are at.
Chuck Warner: Find out where you want to live —
Ira Klein: Without a doubt.
Chuck Warner: Then consider building your own Jim?
Jim Wood: 15 seconds here. I think coaches need to have jobs that provide more security for them, all right, swim
schools and operations beyond that do that. So, coaches in general need to step out of their comfort zones be willing
to take some responsibility for being business men and create environments where they can make a good living and
support the advocating that they love to do.
Chuck Warner: Thank you guys very much. I think we’ll close at that point.
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Ten Habits of Remarkabley Charismatic People
– by Jeff Hade, Contributing Editor, Inc.

Charisma isn’t something you have. It’s something you earn. Here’s how.
Some people instantly make us feel important. Some people instantly make us feel special. Some people light up a
room just by walking in.
We can’t always define it, but some people have it: They’re naturally charismatic.
Unfortunately, natural charisma quickly loses its impact. Familiarity breeds, well, familiarity.
But some people are remarkably charismatic: They build and maintain great relationships, consistently influence (in
a good way) the people around them, consistently make people feel better about themselves–they’re the kind of
people everyone wants to be around…and wants to be.
Fortunately we can, because being remarkably charismatic isn’t about our level of success or our presentation skills
or how we dress or the image we project–it’s about what we do.
Here are the 10 habits of remarkably charismatic people:

1. They listen way more than they talk.
Ask questions. Maintain eye contact. Smile. Frown. Nod. Respond–not so much verbally, but non-verbally.
That’s all it takes to show the other person they’re important.
Then when you do speak, don’t offer advice unless you’re asked. Listening shows you care a lot more than offering
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advice, because when you offer advice in most cases you make the conversation about you, not them.
Don’t believe me? Who is “Here’s what I would do…” about: you or the other person?<
Only speak when you have something important to say–and always define important as what matters to the other
person, not to you.

2. They don’t practice selective hearing.
Some people–I guarantee you know people like this–are incapable of hearing anything said by the people they feel
are somehow beneath them.
Sure, you speak to them, but that particular falling tree doesn’t make a sound in the forest, because there’s no one
actually listening.

Remarkably charismatic people listen closely to everyone, and they make all of us, regardless of our
position or social status or “level,” feel like we have something in common with them.

Because we do: We’re all people.

3. They put their stuff away.
Don’t check your phone. Don’t glance at your monitor. Don’t focus on anything else, even for a moment.
You can never connect with others if you’re busy connecting with your stuff, too.
Give the gift of your full attention. That’s a gift few people give. That gift alone will make others want to be around
you and remember you.

4. They give before they receive–and often they never receive.
Never think about what you can get. Focus on what you can provide. Giving is the only way to establish a real
connection and relationship.
Focus, even in part and even for a moment, on what you can get out of the other person, and you show that the only
person who really matters is you.

5. They don’t act self-important…
The only people who are impressed by your stuffy, pretentious, self-important self are other stuffy, pretentious, selfimportant people.
The rest of us aren’t impressed. We’re irritated, put off, and uncomfortable.
And we hate when you walk in the room.

6. …Because they realize other people are more important.
You already know what you know. You know your opinions. You know your perspectives and points of view.
That stuff isn’t important, because it’s already yours. You can’t learn anything from yourself.
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But you don’t know what other people know, and everyone, no matter who they are, knows things you don’t know.
That makes them a lot more important than you–because they’re people you can learn from.

7. They shine the spotlight on others.
No one receives enough praise. No one. Tell people what they did well.
Wait, you say you don’t know what they did well?
Shame on you–it’s your job to know. It’s your job to find out ahead of time.
Not only will people appreciate your praise, they’ll appreciate the fact you care enough to pay attention to what
they’re doing.
Then they’ll feel a little more accomplished and a lot more important.

8. They choose their words.
The words you use impact the attitude of others.
For example, you don’t have to go to a meeting; you get to go meet with other people. You don’t have to create a
presentation for a new client; you get to share cool stuff with other people. You don’t have to go to the gym; you get
to work out and improve your health and fitness.
You don’t have to interview job candidates; you get to select a great person to join your team.
We all want to associate with happy, enthusiastic, fulfilled people. The words you choose can help other people feel
better about themselves–and make you feel better about yourself, too.

9. They don’t discuss the failings of others…
Granted, we all like hearing a little gossip. We all like hearing a little dirt.
The problem is, we don’t necessarily like–and we definitely don’t respect–the people who dish that dirt.
Don’t laugh at other people. When you do, the people around you wonder if you sometimes laugh at them.

10. …But they readily admit their failings.
Incredibly successful people are often assumed to have charisma simply because they’re successful. Their success
seems to create a halo effect, almost like a glow.
Keyword is seem.You don’t have to be incredibly successful to be remarkably charismatic. Scratch the shiny surface,
and many successful people have all the charisma of a rock.

But you do have to be incredibly genuine to be remarkably charismatic.

Be humble. Share your screwups. Admit your mistakes. Be the cautionary tale. And laugh at yourself.
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While you should never laugh at other people, you should always laugh at yourself.
People won’t laugh at you. People will laugh laugh with you.
They’ll like you better for it–and they’ll want to be around you a lot more.
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First Year in a New Position: Creating
Major Change
– by Carol Capitani, University of Texas
Carol began her first year as head coach of the Texas Women’s
Swimming program in June 2012, becoming the tenth women’s
head coach in the history of the program. In her first season in
Austin, Capitani led the Longhorns to a 9th place finish at the
NCAA Championships, where senior Laura Sogar became UT’s
first NCAA individual champion since 2001. Capitani also led the
Longhorns to victory at the 2013 Big 12 Championship. Capitani spent 14 years at Georgia during two
different stints: she was an assistant coach for 12 years (1996-2008) before returning to Athens in the
summer of 2010 and serving as associate head coach for the last two seasons. While a member of the
Georgia staff, Capitani was a part of four NCAA team titles (‘99, ‘00, ‘01 and ‘05) and seven second
place finishes (‘02, ‘03, ‘04, ‘06, ‘08, ‘11 and 2012). Coach Capitani was also a part of six top-10 NCAA
finishes with the men’s team and helped the
Bulldogs garner five Southeastern Conference titles. Capitani spent her collegiate swimming career at
the University of California, where she accumulated eight All-America honors in the individual medley
and breaststroke events. She graduated from the University of California in 1991 with a B.A. in English
and completed her master’s degree in English at Villanova University in 1999.
Introduction by Bud McAllister:
I have the pleasure to introduce to our next speaker, Carol Capitani. I think there are some people that
you just know are going to be successful in life no matter what they choose to do, and that is because
of their attitude and their personality. And I think Carol is one of those people. I knew a long time ago
Carol was going to be successful as a coach, and that one day she would be a head coach at a major
college, and here she is today. I have known Carol a long time. I coached her when she was 13, when I
was coaching at Mission Viejo a few years ago in 1984. And since then, I have followed her career
closely, both as a swimmer and as a coach. She went to Cal—did very well there—and then went on
into coaching and had 14 very successful years with Georgia, helping them stay the power house that
they are. Now she is the Head Women’s Coach at Texas, and she is here to talk about her first year.
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Thank you.
Capitani begins:
Thank you, good morning. A
year ago John Leonard asked
me to come back this year and
talk about my first year in
Texas; just how the year went
and our successes and
everything else. Because of
that, that sort of put me in a
tailspin all year, thinking about
this talk. And also thinking
about the talk, a lot of people
advised me: oh you have to
start off your talk with a joke.
And in real life, for those of you who know me, I do not tell jokes; I am not really that funny. So I am just
going to start in the beginning with my interview at Texas.
So they brought me out; it was May of 2012. Flew me into Austin, and I was there about an hour and
then was taken to this fancy steak restaurant downtown. We go into a private room, big table, all these
important people there: head coaches, the A.D. [Athletic Director] and some other people who were
part of the hiring process. And things are going along pretty unthreateningly, smooth, and we are
making chit-chat. And then someone asked me, they said, “So, Carol, if you were hired to be the head
coach at Texas, how long do you think it will take to win a national championship?” And I am like wait; I
mean, we have not even gotten to the appetizers yet. We have not even started.
And I am thinking: I was part of a program that won some national championships, and there are a lot
of damn-good coaches out there that I would have to compete against to win a national championship.
And I have been following, I have been in Swimming for a really long time, and I know, and even in the
past 20 years, how hard it is. Because it takes time to foster the relationships, and it takes time to build
that winning culture, and it takes a lot of support from people who care a lot about that process and
about that experience. And I am… I did not say all this—because I cannot think that fast on my feet.
But I was really nervous, and so I said, “Well, I think if you’re looking like at a timeline or you need me
to make some sort of promise on when I could deliver that, I don’t think I’m the person you’re looking
for.” You know and then the interview went on.
And I guess, in the end, I am the person they were looking because they hired me. So I think the
challenge of my first year, and like my ongoing challenge, will be is: they did not just hire me and say,
“Just take your time you can do whatever you want.” And they did not drop their expectations and I did
not drop my expectations. Because I think, honestly, what is everybody… everybody is in the sport for
different reasons, but I think at some point we are in the sport to help swimmers do some amazing
things, to swim really fast and to have a great experience. But it is about winning; part of it is about
winning.
And so my challenge is really, is like how to… I felt it this year a lot. And what I am going to talk about
today is how to create change, and how to foster those relationships and build a culture but then just
make it happen a little but faster. And so, there you go.
So to start: how do you do that? In the beginning I really needed to focus on the relationships. So before
I would even got to Texas, I still had to finish-up my job at Georgia and move forward. I thought I really
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need something to get the girls all together. Alright? And to kind of unify them behind an idea. I was an
English major and got my Masters in English, and so I thought, okay, I am going to get them the idea
behind a story. So I wrote them an email. I do not know really their names, I do not know their faces; I
can barely—and for real—like just concentrate on my own team. So I pay attention to other teams, but
it is hard for me to like really know a lot of other swimmers. And so this is all brand new.
So before I even know them, I send them an email. And I said, Hi,
I’m Carol. I’m really excited to come to Texas, and I’m looking
forward to getting to know you all. And then I said, Well,—and I
believe this is true and I hope you guys do too but—I honestly
believe that there’s very few times in life you get to wipe the slate
clean and start over. Or really kind of change your story, because it
just takes some real concentrated thought and it takes a lot of
effort, and it is scary. And so I said, Look if you guys weren’t the
hardest workers, if you are not the hardest worker, you can change
that. And if you weren’t the best student, then buck-up and think
about being a better student. Or if maybe you have not made the
best decisions then, I don’t know about that. Because I am going to
come in without knowing all that. I want you guys to think about
your stories; and not just your stories for the end of the summer, but
for the season ahead. And I want you to give some thought to how
you would write your own story, and how you want it to end, you
know, just season-wise, because you’re allowed to change it. And
so I thought was really doing this great email, and I sent it. And
then I immediately regretted it, because I just thought: wait what am I doing here?
That next couple of weeks, I still do not know them. I got a couple of responses, but not really what I
was looking for. And some people were really welcoming, some people I did not hear from—and that is
fine. And so I ended-up coming to Texas, flying in, moving my family. And I come to my first practice,
and two things happened that day. I am going to talk about two things that are really kind of important to
this talk when I look back over the year.
And one of those things, have the practice, get together with the girls; and it goes well, it goes fine. And
then after the practice, I said, “Well, let’s just go out; let’s go out to coffee.” So we got to coffee and
breakfast, and I sit with them. And at the end of the breakfast, they give me this book [on slide]. And
you… it is kind of a bad picture, so you can actually see almost the first page, if you can see that well—
it is underneath the first page. But in it were 24 pages of my team. Not just like the girls that stayed for
the summer—because some of them did not want to stay for the summer. So maybe like 12 stayed, and
then 12 they… somebody got them all together and they all, they made this book for me. And they had
a page of each person. And in that on those pages, it had like their names, their family, where they are
from, their club coach, their high school coach: you know, what they cared about. They said why they
came to Texas. Why they chose Texas; what they loved about Texas. Their favorite things to do outside
of Swimming in Texas. Their hobbies. They gave me like—there was something kind of weird about, I
do not know how to say it, it must have been directed—but there was something about like taper and
how I taper; and I was like: oh huh that’s weird. But it was at the end of the sheet. And then they gave
me like: if I were you and your family, this is what I would do this coming year.
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And it was really touching; it was really neat. Because I think this
was actually in response to what I asked them to do. And that really
helped me because… like for example right, I went through this
book. And I had to go through it a lot, and I even kind of went through
the book during the year, because you cannot just memorize like 24
kids and get to know them deeply like in one year: it takes a lot of
time. And of the 24 athletes I had, four had had parents die already
in their lives—like had at least one parent die. Some of the kids told
me their parents got divorced; some kids told me like family
situations. They told me just like things about them that do not really
come-up in normal conversation. And that was a really great place
from which to move forward, because that is the kind of stuff that
takes a long time to get to know.
And so I thought that it was their effort to help me; and so then I had
to help them a little bit and I had to let them get to know me on a real
level. I could not just like come-in and start coaching, because that
baseline for coaching is about the relationships. And so in that, it did
not all go perfect. Like how do I make this relationship go faster? It is
moving a little faster. You know you have to have the culture in mind.
The culture that I had in mind moving towards had… I wanted it to
have some patience in it and some kindness and resilience and grit.
And I wanted them to do these kind of hard things. Because I think
we all know that doing anything meaningful, anything worth doing, is
going to be difficult. And so I needed to have their buy-in to kind of
move forward on this journey.
And so along those lines we are going to go forward, and I love this picture—a friend gave this to me.
And I kind of saw this process of moving forward in the year… I felt like I had just been given… maybe
I just got back from the Home Depot or the nursery with like little seedlings or something. Even though
they saw themselves as these developed people; the way that I saw it is like: I have to hurry. Like I
came home and I planted, and you have all these little trees or little seedlings and then they needed to
grow into something stronger.
And so moving forward to create this kind of culture, I had to take some risks and still continue to take
risks during the year. And it does not seem like a big race, maybe for you guys, but here is something I
did that scared me. When I got there, the practice times, in the morning okay, it was 6:00-8:00, three
times a week. And for a lot of reasons, I really wanted to change practice to 5:30, alright; for important
reasons, not just like… for the whole team.
And then, I was like: oh I cannot change practice to 5:30 because, one I wanted to kind of be on the
same schedule as the men. I thought: oh that’s important, we need to all come in together, we need to
be a team. And then second part I thought: well, I do not want to make my assistant mad because he is
not even a morning person anyway and he is going to be mad if I make him come in at 5:30. And then I
thought: well really, if I make practice at 5:30, the girls are not going to really like me; you know it is
going to make it hard. And then when I realized that maybe I was scared of all those things, that I
had… that that was the real reason that I actually had to make it 5:30. So I changed practice to 5:30
and it worked; I mean it worked fine. They still maybe do not like me for it, but it is okay.
You know another thing that I… I laid down some pretty strong rules about some things which have
some real consequences. And that still scares me now; it scares me every time we have a team
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meeting. It is because, yeah, I could lose some of my best swimmers over like some really bad
decisions or something, and I had promise when I had come in to help them through these bad
decisions.
But I think if you are trying to do something a little bit fas… I mean, if you just had like a family, and you
know your family and you move forward, you have all that time to do it. But like I felt that I had a
responsibility. I mean some of these kids were seniors, they only had a year; they only had a year to
get something really great and magical out of the sport. Or some people were juniors and they only had
two years. So I really wanted to kind of push this, but in a great way and in a safe way. And so that is
the philosophy behind that part.
And so not all this… when I say like stories, not like fairy tale stories; because obviously some things
worked really well and some things did not work really well. It is funny, sometimes… I think we have all
been in this situation. There was this girl in December—one of our good sprinters—and I really had
seen her make some strides. She is a 50 girl and she really picked up a 100; and we were kind of just
stretching her to be bigger. And so we are coming into our biggest meet in December, and I have her
come over and I think I am giving this really great motivational talk. And I have got her right in front of
me.
And I said, “Hey, you’re going to be our anchor on
this 4×100 freestyle relay. You’ve done it in
practice, you’ve been amazing; I’ve seen your
growth. You’re just… you’re lighting it up and this is
where you belong, you are the anchor.” And she is
like… she is almost in tears. I am like wow, I am
like really good you know. And then she like looks
at me and says, “Carol, you do not know me at all; I
hate anchoring.” And I was like: wait. You know,
things like that, just as much as people give me a
book and it looks all perfect, but things like that
really help me learn that sometimes we do not
know what we are doing. And I think that I am really doing my best coaching and I am helping people
find out what is important; and she is like, No, we’re not even there yet; we’re not even close. You do
not get me, you do not know me.
But even I that dialog, in that confrontation, she had the guts to at least say like: hey you do not get it
but now you do. And so we had somewhere to move forward. So there is a story.
And moving forward: so we are talking about relationships and bringing people together. And this is the
pool at Texas: probably a lot of you have been there. Those are the national championships banners I
have to see every day: there are nine on the women side. I am following some pretty big names, I
know. But if you can see this pool, down at the other end—at the far end—that is where the men’s
lockerroom is. And the bottom left hand corner is where the women’s lockerroom is. So I walk in kind of
like over in the bottom, right-hand corner—these like side doors, okay?
So I walk in and it is my first practice. This is the same first practice like that it went fine, I went to coffee
after; but it is my first practice. And I am so nervous. Like I am excited—kind of like this speech—I was
excited and I was nervous and I was happy. And I am like this is… this is like a really seminal moment
for me because this is the first day of my new career, and this is going to be pretty cool. So I walk in.
But I know that maybe it has not been like super-friendly, alright? And I know that like maybe the men
and women have not gotten along that well. And so I see Eddie [Reese, men’s coach at Texas] and I
see my girls. So I walk past my girls, and they are just kind of huddled like—I still do not know them,
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remember—I am like, hey, guys and I talk to them for a little bit. And then Eddie walks down towards
me and I walk towards Eddie, so end up saying hi. And it is a big deal, and we meet kind of like where
the bulkhead is on the left side [of the picture]. And he welcomes me and gives me a big hug, and we’re
so glad you’re here and this is going to be really fun.
And I almost… I know what I have to do, and I almost walk away, because I am shaking. And so I think:
‘Well you know what this, this thing is pretty important, but maybe I can just go take care of my team
and then later I am going to work on like the bigger culture, alright?’ But then… I just somehow said,
“Hey, Eddie wait.” And Eddie goes, “What?” I said (I get nervous even talking about it). I said, “Wait,
what’s the deal here. Like can we swim on your side? Can we start on your end?” Because all the guys
are like in their four lanes but on the other end of the pool. And then he just looked at me, and he said,
“Sure.” And I was like yes!
But then I almost like… then I almost blew it, because then I said, “Well wait, wait, wait. Eddie don’t
just… I know this is my first practice and maybe you’re just trying to be nice to me, so I don’t mean just
today, I mean like all the time. So you can change your mind right now, but if you say ‘yes’, we’re just
going to be down there all the time.” And he said, “I really like that.” And that, that part you think oh no
big deal or whatever. And really I thought, ‘What was I so scared of, like wooh, it’s going to be perfect.’
But it is not perfect; as everybody knows you just keep working towards it.
And so I go back to the girls, and I say, “Hey ladies. Cool. We’re just going to get our bags and start at
that end.” [laughter] And they were like: wait, what? So some of them grab their bags, and then one girl
goes, “Oh, just today?” And I go, “Oh no, just like every day. We’re just going to start together.” So they
followed me down there. And that is another kind of leap of faith.
And it does not mean… like I am not… I really enjoy, and I have been part of, a combined culture,
combined program, for my whole coaching career, for 15 years. And I love it. But I do not think there is
much difference; I love just coaching a women’s team. I am not trying to make like a big, mass team,
and swim together all the time; the men’s swim in their lanes and the women swim in their lanes. But I
am also from, and I have been fortunate to be, part of a culture where I love going to work every day.
Like I laugh so hard every day.
And I worked with Jack and Harvey and Brian and Jerry [the staff at Georgia], and just some amazing
people. And I could not… sometimes I could not wait to get to work in the morning. And I cannot
imagine working in a place where I do not really look forward to spending time with some great people.
And I think: why would you guys be in it? It is really hard to go to work every day if you do not really love
the people with whom you work and care about. And so I think this… I wanted to help bind everyone
together again, and help the men and women just support each other in a normal way. I mean I am
grateful for the culture that I was a part of for so long, but I also feel that it is imperative that we… that
in all of our work that we foster that.
Moving forward, I am really proud of the way we are working towards working together, and I do not
think it was as easy for the men as it was for me or for my assistant—Roric [Fink] worked on a
combined program for a long time. So when we go to meets, the men actually traveled with us, we
traveled together as a team, to race some other teams. And we swam together, and it probably does
not seem like a big deal. But when somebody put this picture on my desk in January, it kind of made me
believe like… I had to sign it and give it away or something. And I thought: wait, maybe we are kind of
doing things like right because they look happy and they look like they’re supporting each and that’s not
manufactured, you know. So I knew at least that the feeling was stronger.
And also, I think it is obvious, but if I am down there with Eddie and Kris [Kubik, men’s assistant] and I
am with our diving coach, and we are all kind of working together, to me that is like the real coaching.
That is like, Hey, what’s up with their turns? Can I go help that guy? or Hey, what are you guys doing
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today? What’s working? And then sometimes the practice falls apart; I am saying like, I do not even
know what’s going on today with this team. And that, to me, is like the learning part; that is the growth
part.

And so the best instore is for a little bit. And every day I have to look at this record board, and it is a
good reminder of just kind of what is in front of me. And there are some really amazing records; there
are some World Records on the board—no pressure. And there is this record—and I looked at that for
two summers—the 800 Free Relay. And I was getting the team ready this summer and the psych sheet
comes out for US Open. And I have looked at that record, and I thought, “Gosh, we should just get our
team together.” Like that… no offense, because one of those girls [on the record relay] is an Olympian
and one of them is on the National Team and they were like really fast in their own right at that time, but
I was kind of tired of seeing that record. And so I just got the psych sheet and we got our team together,
and I said, “Hey let’s knock the crap out of that record; let’s get it off the board.”
So we got them all fired up and we talked about that. And we looked at the psych sheet and the US
Open Record was 8:07. And I thought: Gosh, if were really put things together well we can really get
this record. And so right… Kris comes over after the girls get in—it is kind of taper-time, and they are
really giddy and they are just like spazzy and so they get in. And Kris comes over, the men’s assistant,
he says, “What are you guys talking about?” I was like, “Oh, we’re just talking about this record, and
how we want to get rid of some records.” And he says “Okay.” He goes back over.
And then fast forward: we are at US Open and we are getting ready. And the reason why those US
Open Records for relays they do not get broken that often is because no one stays to do them. So the
pool was kind of clearing out, and it is at the end of the meet. And the girls are getting ready. And not
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only is there a twenty-minute break after the last event, but then there is like a first heat; so it is a good
half an hour away. So I am getting the girls ready, and then Eddie walks up behind me. And he said,
“Carol,” and I turn around, and he said, “this better be fast.” [laughter] “Because we are all staying to
watch it.” [laughter] And I turn around, and the rest of the men’s team—they were like 15 guys—were
there. And Kris was there, and Eddie was there. And all the kids, you know, started doing a cheer, and
they cheered the entire 800.
And that… like if I could take my top-three moments of this year, that probably meant the most to me of
just like… it does not mean we are doing it perfect, it just means that I think we are both working
toward something that helps people be successful. Because our relay—we went 8:00—so the relay
would not have been that fast—I know it would not have been that fast—had we not had people feeling
like they were one team.
And I do… I mean Eddie is not here but, I do feel like there was kind of a generosity; I think they
stretched a little more that we had to stretch. We wanted, obviously, to be part of a more successful
culture, because they did not have to be part of our culture to win. Like they already have a winning
culture; like they won in 2010, they have been more consistent in winning. And the last one the women
won… and I hope you are understanding this talk. We are not talking winning, we are just talking about
culture being excellent. And just, at least, creating the opportunity for that to happen. And so… but ours,
the last one was in ’91; so that is a longer time ago. So that makes me… that makes me pretty happy.
(Alright. I will just sneak ahead for a second. Oh good. Okay. I have never done a PowerPoint, its going
pretty well I think.)
So, obviously, I hope you feel that I do think it is really important to have support from your colleagues.
And I do feel pretty grateful that throughout the years, not just being at Georgia, but coming back and
getting this position allowed kind of my slate to start clean—which is scary in itself. But I did feel a lot of
support from people in this room and from people outside this room, and that is kind of a neat
community to be in in Swimming, when people want the best from each other. Alright? For most of the
time.
And people did give me a lot of great advice, and I am going to share some of that advice in just a little
bit because it is like re-gifting, right? So I am going to ask you guys to do something because I think it
is why we come to conferences. I think we come to conferences to share stuff and meet and go out and
to chit chat about stuff that like matters to you most, right? So I want you to think about some advice
that you have received that has really made a difference. It can be recent, it can be old, it can
something you live by, right? Or think about advice that somebody gave you that you were maybe like
you did not take it, and now you kind of regret it because you wish you had taken their advice. So think
about that for a second.
And we are going to take three minutes. And so I want you to get with somebody. It is kind of like if you
ever go to church—I go every once in a while—and my favorite part is called passing of the peace. And
you get to stand up and shake someone’s hand and look at them and say, “Peace be with you.” Alright.
That makes the whole thing worth it to me. So it is kind of like coaching version of passing the peace.
So you just stand up and you introduce yourself to someone who maybe you do not know—so if you
are sitting next to your friend, just like stretch a little bit and shake someone else’s hand. And we will
take three minutes, and you guys can just share like the coolest piece of advice or advice you did not
take. Okay, ready? Go.
I just liked how everybody just started talking immediately, like that was the most energy in the room.
So some advice that I received. There was a lot of great advice, so I cannot name everyone. But I think
the part that has helped me the most this year is… even before I walked into that room… I remembered
that interview and I walk into the room and I was so nervous. And Eddie grabbed me by the elbow, and
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I said, “Eddie, I don’t know what they’re looking for; like I don’t know what they want. Because I may not
be their…,” I said, “this may not be even a good a fit. I don’t really get what’s going to go on here.” And
he said, “Carol, just be yourself; and that’s the best you can do.”
And I think it sounds really simple, but it is something also that I have heard Teri McKeever talk about a
lot in her talks and how she has been able to achieve the kind of success she has. She says, Hey I just
needed to learn to be myself, and to do things the way that I feel. Because I do not think any of us can
really coach from wanting to be like somebody else. Like I cannot coach like Jack [Bauerle]; I definitely
cannot coach like Harvey [Humphries], if you know Harvey. But I can take like what I have learned from
a million different people and try to do it my own way. And hopefully that is what we are all here to do, is
like learn these great things but then put them through our view and our filter and our experiences.
Because that is the only way you can do it; you cannot be someone else.
It is funny that Bud said—I do not even know if this is true but—I did not even want to be a swim coach.
I wanted to teach English, write stories, I do not know what I want to do; but it definitely was not be a
swim coach. Because at some point, even 10 years ago, I did not even know if I wanted to be a head
coach because part of me did not think that I was head coach material—whatever that means.
Because I thought that I had to be a different kind of person or carry myself in a different way or just like
be more bossy—I am kind of bossy. But I do not know, I just thought I had to be different. And by
watching some other people go through this process, it has given the confidence that I can really just,
hopefully, do things in a great way, but do things in my way.
Some other great advice really. It really is not advice, it is more like threats; but no, it is more like the
truth, I guess. And so something that drives me—that is hard to share but it is good—is that before I left
Georgia, Jack said—and Jack is like you know, he is my work spouse for a long time and he is one of
my best friends. And he said, “You know, I’m really nervous about you taking this job because,”—my
husband travels alright, so he is gone a lot and he is gone like Monday to Thursday a lot of the time.
And he said, “I just don’t want your children to be raised by absentee parents, and that makes me
nervous for you.” And it makes me nervous for me, you know.
That has helped me. That is not advice—well it is kind of like a negative form of advice. But it makes
me think like on a day-to-day basis like: how can I do this really well? And like: how can I make sure
that I am taking care of the things that I need to? Because I do not want to look back… I have actually
heard talks at ASCA saying: Hey, knock it off. Like go spend time with your family and do not ignore
them for twenty years because all the success you get in the water is not worth losing your family over
or losing your kids. And so I give a though to that. And I think it is important, whether you have a family,
it is like your friends, or what makes your life your life, you know.
Matt gave me some advice and Eric Hansen, you know, like after the first year. And they are like woo,
great year and awesome job. And they were like, “Hey,”—they both did not know they were telling me
the same thin—and they both said, “your second year is harder.” Which is not advice, either; it is more.
But it keeps me grounded and it keeps me realizing that like sometimes the art of coaching is in the
struggles. It is in the stories that are difficult that move us forward. I do not think it is ever going to be
easy, but… it is like that t-shirt like: I think it’s going to be worth it and why we’re here.
And the last piece of advice. This is advice that a year ago—and you are probably are bored of hearing
it because you have maybe heard it in a lot of talks. But Gregg Troy, last summer when he was getting
ready… you know Gregg and Teri both when they were getting ready to coach the Olympic team, they
took me aside at one meet, and one had lunch with me and one took me out. And they just said, “Hey,
can I help you with anything? Can I help you in anyway?” And I said, Yeah, do you have any advice?
Like would you do anything different? Like where did you screw up that… you know? And both of them
told me, in no uncertain terms, they said, “Look, if you want to stay in this sport for a long time—you’ve
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been in it for a long time, you want to keep moving forward—I would take a weekend off a month. And I
would just take Friday night off and Saturday morning off; and I would delegate because…,” you know,
for a lot of reasons, not just because you’re lazy—you want to like go and mess around. But they said,
“Look it helps you give your assistances some accountability and some responsibility. It lets your kids
know that they can swim fast without you, right; without holding their hand. It empowers the people
underneath you, and it empowers the team. It also kind of models the behavior,”—this is what I got from
it, that it models the behavior—“that like those kids aren’t the center of the universe like they think they
are but they’re not.”
And I think if they see me, or they you know see someone who does this on a regular basis, take time to
do things. You know, my assistant, he is not married, he does not have kids, but I still think it is
important for him. But guess what: I did not do it, because I didn’t. Because I was too scared and
because I felt like I had all this work to do. And I even asked my assistant—and he failed—I said, “You
need to hold me accountable to this and you need to do it too.” And we both did not do it. So, that is
something I am working towards. Like so maybe by telling you all, you can ask me sometime if I am
doing it. And maybe I will say yes—I do not know. But I think in the long term… I think short term, did it
kill me? No, like I am alright. But maybe long term it would have its residual effects. So there you go.
Okay, we are talking about support, and this is my family. And my husband on the left; he is Kevin, the
one that I told you that travels. He never thinks I thank him, so I am going to thank him and then I am
going to show him the transcripts from this speech. But no. But I do believe we need the support of the
people that care about us, and we need the support from the people that are in our lives or you cannot
do it as well as you need to. And we have talked a long time and about our different jobs. And I followed
my husband to Asia for two years for his work, and I thought I had fell off the face of the earth and I
thought I had disappeared from Swimming. But it did not end up that way. And I could not coach as well
as I do, and spend so much time investing in these relationships, if I did not feel like he had bought-into
this as well. Because he does feel that this kind of work is important to do. And I am just grateful for it.
And on those same plains, we talk a lot about how we are selling this to my daughters, Tatum and
Carmen—Carmen is 10, Tatum is 8. Tatum can be bribed with like candy and money and a new bunk
bed; and she is fine. Like she will go… she will do anything. But Carmen is a lot harder. We had already
picked-up our kids and moved to Asia, and we picked them back up and then we moved back to Athens
[Georgia]. So they just finally felt settled and felt strong. And so when I did get the job, I said hey….
Kevin said, “Let’s just tell them.” And I said, “No, no, no, we’ve got to figure out a way to kind of sell this
that is going to work, because it’s really, really important moving forward, I think. Because this is a
different deal; I’m not just an assistant; I have to run this and I have do it well.”
And so we thought long and hard, because I think… I think with anything, right, there is like a million
ways to sell something, and all of it has truths in it. So instead of selling this idea of okay mommy is
going to be the head coach of Texas, like we could have sold it from a place of like loss. Like: Waah,
we’re just leaving everything we care about, and all of these great relationships and great people. And I
know you’re settled in this and it’s going to be so hard, but we are going to deal with it and it’s going to
be awesome in the end. That is totally the truth, because there are some parts that still breaks my
heart about people that I left and what we created there. But at the same time, we knew it was going to
be a great opportunity. Like whether we do great or we fail at it, and we will learn something.
And so we brought our kids together, and I said hey, we are moving. No. I said, “Hey, this is going to be
a really…”, we talked about Texas. And we kind of… I had already accepted it, but I did not tell them
that—so I guess we were lying a little bit. But we said, Hey, what do you think about this job, and it is
going to be a really neat opportunity and we want you to trust us. And remember how scary it seemed
moving to Asia, well this is going to be just like that. But think how cool: you are going to have friends in
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Georgia and you are going to have friends in Texas. And there are lot of things to do. We sold it in a
way, and said: look, this is going to be a really cool experience. And if you trust us and we get through
on the other side, like we promised you, you will be happy. And if you are not, we will fix it.
So most of the time, it works. Some of the times, they are just like normal kids and they are fighting us
and they are not being great. And most of the time, they have really brought-in.
But when I… something along the lines that showed me that we are moving in the right direction and it
is working, when I was in Russia for World University Games this summer… this summer was a really
busy summer. And some of you guys might know that… I think traveling in the summer is like, for me, it
is even harder during the summer than it is during the regular school year, alright. Because there is just
a lot of travel and a lot of stuff to do. So I do not want to turn down this trip, because the trips are just
the best time to like foster those kind of new relationships we were talking about. And so I go on this
trip, and I am trying to call my kids and Skype with them and FaceTime, and it is just really not working.
And I get this email from my daughter, the 10 year old. And it is kind of funny because she is just like
my little cheerleader. But I think the best part of this is: Tell me about all the fascinating stories you’ve
had in Russia. I know each one will better and better. I read it and I thought: okay, I have her buy-in.
Like I am doing the right thing, for now. And I still probably need to see this, and keep working on it to
make sure that I do feel my family support; otherwise it, it will not work very well.
And you might think that like: hey, what does this have to do with me? But I think it really has everything
to do with you guys. Because like is that not what we are trying to do with our athletes? Like put them
through something that is frightening and unknown. And you are saying like: hey, trust us and trust me
and we will work hard and I am going to make you really uncomfortable a lot of the time, but then after
we get through this together, on the other side that is where the opportunity exists to do like the magical
things. And do your real coaching and get them to be better. And I think only from that place is the place
where they achieve success like growth, personal growth the fast times and everything.
So thank you. Thanks for giving me the opportunity to put my thoughts together and I appreciate it. (So
happy it is done.) If you guys have any questions, I will answer any questions, yeah.
[inaudible question from the audience]
[Capitani]: We talked about that this year. And I asked the new people… I gave them back their letters
and I asked the new people if they would help me. Because this year, I still have 24 kids on the team,
but I have 10 new people. So I like your way of thinking, because we asked them to still… like either
add to their story or help me learn who they are. So thanks.
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Two Great Thoughts from Coaches Doug Ingram and Chuck
Warner
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Knowledge and experience is a blend we have with so many young coaches and so
many older coaches but knowledge without experience is worthless and experience
without knowledge allows no reference point to measure that experience. It’s
knowledge with expeience that creates wisdom and that’s the core of the great coach.

– Chuck Warner

Optimism and pessimism are infectious ans they spread more rapidly from the head
downward than in a any other direction. Optimism has a most extraordinary effect
upon all who with whom the commander/leader comes in contact. With this clear
realization, I firmly determined that my mannerisms and speech in purblic would always
reflect the cheerful certainty of victory — that any pessimism and discouragement I
might ever feel would be reserved for my pillow

General Dwight D. Eisenhower – subsequent to the first invasion he led in North Africa in November
1942
Taken from “To America: Personal Reflections of a Historian” by Stephen E. Ambrose
– submitted by Doug Ingram
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Successful Coaches for Ten and Under Athletes
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– by John Leonard, ASCA Executive Director
The coach is the most important single element in the successful careers
of athletes. “Career” means start to finish. Our expectation is that an
athlete will begin their “career” somewhere between 6-8 years of age and
continue “forever” in their Masters Swimming years.
“Successful” can have two meanings (at least). The first is continuance.
(staying in the sport.) The second meaning is competitive success
measured either in places won or improving times achieved in
competition.
“Continuance” is based on quality of life experience in the sport. The
primary and perhaps 2nd, 3rd, 4th etc.
most important element in this is the relationship developed between the
athlete and the coach. Where
this relationship is strong, the athlete continues and DAILY benefits from the relationship with an adult
not their parent. Where the relationship is weak the athlete leaves the sport, typically seeking
(consciously or not) a more rewarding relationship. Hence, retention of athletes as a goal of USA
Swimming and its clubs, is a direct result of the quality of its coaching, particularly and especially at the
introductory levels of the sport.
Which bring us to the question, what constitutes a rewarding relationship?
I will attempt to answer that with “characteristics” of the coach of ten and unders which has been a
successful profile over the 65 years of agegroup swimming. Each and any can be “argued with” and
exceptions can be pointed to that violate each of these. That is granted. But thegeneral success of
each is unquestioned. (later, we will discuss some of the “negative qualities” that coaches of ten and
unders should avoid,in general.)
So here we go. The List follows:
1. The Coach LOVES small children. No other way to put this. Love shines through to them.
2. The Coach ENJOYS small children. They will reflect EXACTLY, their coach.
3. The Coach RESPECTS small children. Respects them enough to know they are strong,
resilient, tough, and capable. Being soft or easy on them IS NOT Respect, its condescending. And
yes, you do have to explain that to them. (and their parents, REPEATEDLY to the parents.)
4. The Coach knows that children today are very largely VISUAL learners. The more you talk
about something you trying to teach, the less you teach. ‘SHOW/DO”, repeat. Talk as little as
possible.
5. The Coach DOES talk to them about life skills, daily. Enrich their lives. Take them seriously and
talk about serious things. You need a list? Make one.
6. The Coach knows that “Building Capacity” to learn and then “Building capacity to train” are two
different things and BOTH must be done in the successful program. Volume is ONE piece of this
puzzle.
7. The Coach understands the concept of the Myelin Sheath and its effects on physical learning.
/td>Repetition makes habit. Only GOOD repetitions make good strokes. The Science behind
“Practice Correctly.”
8. The Coach knows that FUN comes in multiple forms from “laughs and giggles” to the pleasure
of learning a new skill, to the joy of meeting a challenge and employs ALL the forms during a week
of practice.
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9. The Coach takes the time before and after practice to relate (talk with) to the athletes outside of
swimming conversation. (Coach the person, train the athlete.) The relationship between Coach
and Athlete is EVERYTHING.
10. The Coach knows that coaching the child without coaching the parent at the same time frame,
is counterproductive.
2. Be cold.
3. Be harsh. (95% of the time) Occasionally raising your voice is NECESSARY and demonstrates that
this is IMPORTANT to you and then it will be IMPORTANT to them.)
4. Belittle them. Exactly the opposite. Catch them doing something right!
5. Compare them. Everyone learns/gains at their own rate.
6. Develop a “training plan.” DO develop a “Teaching Plan”. (some training will be involved…but the
point is not training, its teaching.)
7. Don’t focus on results. Focus first on effort. Once you get effort regularly, focus on PROCESS of
learning technique and how to train. Goal setting has very limited use for ten and unders. Process
thinking will be good for the rest of their life.
8. Don’t treat them like ATHLETES. Treat them like PEOPLE who have chosen to have athletics be a
PART of their life. (those who will BE athletes will sort themselves out later in the year to year process.)
9. Don’t Ignore the parents. If you do, you’ll be redoing everything you teach all the time. You need the
parents ON YOUR SIDE.
10. BEHAVE ALWAYS LIKE A LADY OR GENTLEMAN. AND EXPECT THE SAME OF THE
ATHLETES. IF you fail this, you fail everything in coaching.
WHAT NOT TO DO: (a very partial list.)
1. Don’t treat ten and unders as mini-seniors in any way. They are not.

History – Coach Dave Beaver
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– by John Leonard, ASCA Excutive Director

Coach Dave Beaver, shown here with Mrs. Beaver, was the FIRST
OWNER of a Private Swim School in California, setting off a major trend
from the middle of the last century that is an INDUSTRY today.
Coach Beaver was also an ASCA Hall of Fame coach at the San
Leandro Beavers.
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Program Design Developed to Foster Improvement At Any Level of High
School Swimming
– by By Kevin Kinel, Chesteron High School

Kevin Kinel is currently the Head Coach at Chesterton High in
Chesterton, IN, where he has been since 1980. In his 30+ years at
Chesterton, the girls team has finished in the top 10 at the Indiana
High School State meet 18 times, while the boys team has finished in
the top 10 15 times and won the meet 3 times (‘08, ‘09 and 2013). He
has coached multiple state champions and state record setters, as well
as had swimmers set 3 national high school records. He has been named Indiana’s High
School Coach of the Year four times (‘99, ‘08,’09 and 2013), and was inducted into the Indiana
High School Swimming Coaches Association Hall of Fame in 2007. Coach Kevin Kinel is also
currently the Head Senior Coach at Duneland Swim Club, which he has been with since 1980.
His teams have won multiple senior state championships. He has coached swimmers to
Olympic Trials and is a 4-time Indiana Swimming Senior Coach of the Year (‘07, ‘08, ‘09 and
2012).
Introduction by George Block: Welcome. I’m George Block; on behalf of the ASCA Board welcome this afternoon.
I always say it is the very serious coaches who are going full-bore on Saturday afternoon. So give yourselves a pat
on the back; you guys are serious about sharpening your coaching blade. Thank you for being here.
This sounds like it is going to be a great talk. I just meet Kevin for the first time and was sort of quizzing him on what
the focus of his talk is. And he told me something very interesting about his program: he does not cut any kid. From
the flounders on up, if they can hang, they can hang. So what he is going to talk to you about is the kids who would
normally be referred to the Cross Country coach, who have made significant contributions to his team, and kids who
if we are following 18&Unders we know their names, that come out of his program. And they all swim in the same
pool together. So, Kevin, thank you for being here; welcome to the ASCA World Clinic.
Kinel: Thank you; thank you very much. (Can you guys hear me? Yeah, okay.) Thanks for that introduction. First off,
it is really just an honor to speak here. Kind of dressed-up for the occasion; this is about as dressed as I get. And as
swim coaches, I think you guys know that we live in shorts and polos.
When I was a young coach early in my career, I was really skeptical and did not want to share a whole lot of what I
was doing, always afraid that the competitor is going to get an edge on me and that kind of stuff. But what I have
found as I have gotten older and I have spent more time in coaching, I found that the more I give back, the more I
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share with people, it comes back twofold. And there are some friendly faces in the audience here, friends of mine,
coaching, that I have shared things with, they have shared with me. I have learned from them; hopefully they have
learned a few things from me. And so that is really what this is all about, so it is really a privilege to be here.
And I also

… you know we make such an impact on kids’ lives that every single kid in your program is important.
And whether you realize it or not, you really touch them.

And I kind of think that is why I decided on this topic, because I feel like I have bridged-the-gap a little bit on taking
the kids who came to my program pretty-good already and got them better, and the kids that were not so
outstanding and I felt like I have made them to be contributors—like George said.
This topic… you know as high school coaches, all of us have obstacles: we have limited pool time, we have
crowded pools, we have limited coaching staffs. And in my career—and this is my 34th year at Chesterton—I have
tried everything under the sun. I have done all of the different testing to try to find paces, and I have done everything.
I have come-up with a system that is a little bit different and I have been using it for quite a while. And I really had a
lot of success with it, and I am very, very comfortable with it. So I am hoping that you can get something out of this
today. And you may not agree with everything I say, but I really think this is something that you can look at. It is very
easy to administer and I have had a lot of success with it.
Everybody also has you know real high kids, high-level achievers, in your program, whether it is National-level kids
or whether it is you know State type of kids or kids about to make State. And then we have got the real bottom end.
And for us, I have got real high-end kid and I have got real, real bad kids.
My high-end kids—and I am going to give you a little background here before I kind of get into the system. My highend kids, probably the most notable is Kyle Whitaker, and some of you might recognize that name. We have been
able to have five kids qualify for Olympic Trials. And I have had other kids through the years that have made the
times, but not on Olympic years and so they did not go to Trials. But Kyle, his junior year—the summer of his junior
year—he won 5 events, set 5 records at Junior Nationals; he went on, is swimming at Michigan, helped them win a
national title this year. So we have that kind of kid. I just had two kids named to the Junior National Team this last
summer; one of which made the Dubai trip and just got back. So we have got some high level kids.
But we have also got some really low. And a couple of stories with that. I had one kid a few years back that was
swimming in a JV Race, and he was dead last. As he flipped… he was in the 100 back. As he flipped on the third
turn… flip, pushed-off of at an angle and came-up in the other kid’s lane—his competitor. And as he is going… the
person from Portage—is the team that we were summing against—that kid touches and then my kid just crashes
into the back of him. So I have had those kids that do not really have any business… at all.
I also had a kid a few years ago—and this is really one of the things that inspired me to do this talk—is: when we
were in the first couple of days of practice, he could hardly swim a length of the pool. He had the head out of the
water and just smacking the water and was just working real, real hard. After about a week of this, I pulled him aside
—his name is Mike. I pull him aside and I said, “You know, Mike, I hate to see you working this hard and kind of get
no return.” And I said, “Why don’t you maybe be manager or something, and then maybe this summer swim and we
will see how it goes.” He goes, Oh coach, I really want to do it. Do I have to? And I said, “No. I mean you can stay
and you can be part of the team and that’s all good.”
So he worked real hard, and he ended-up by the end of this freshman year he was kind of a middle-of-the-road JV
guy for us. And then started to grow a little bit, trained in summer, started learning things. Sophomore year, he
actually was our third guy in the 50 free; his 100 free still was not anywhere near. But he was like third guy in the 50
free; he made a varsity spot and I thought it was incredible. Junior year, he won the 50 free at our conference meet,
and he was like 3rd or 4th in the 100. Senior year, qualified in both the 50 and the 100 at State meet, and then was
on a relay that scored for us. So that was a kid that could not do anything and ended-up really being a contributor to
us.
So how do you kind of make it all work? And for us we do not have tons of pool space or anything else. So that is
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kind of what this talk is about.
I take a little bit of a different approach to training, and it is really more common sense. I think it is important,
whatever your training system is, that you have got to get the kids to buy-into it. If you get them to buy-into it, then
anything that you are going to do is going to be better. And I found that the hard way through the years. So I have
tried to simplify the science. Sometimes I come to these clinics and people are talking way above me. I have no idea
how I can put it to into my program; it is just, you know, I kind of get it and I kind of do not. So I tried to simplify the
science, and I am going to kind of go through this sort of the way I do with my kids. The other part is this is easy to
administer and I think it is pretty easy to understand.
So the goal is to get all your swimmers to progressively get faster throughout their high school career. Regardless of
where they started: whether they were the kid foundering around or whether they were the kid who was pretty-fast
coming in. We want to get the kids that are beginners to, hopefully a season or two down the road, start really
helping you. And we want to get those kids that were good to begin with, we want to be able to get them to the next
level. That is the goal. And we want to have some kind of means to measure that.
Before I get into this, I wanted to kind of just show you a little bit of some of the improvement that we have had
recently, and hopefully it will make my point a little bit. I mentioned Kyle Whitaker a little bit. The first two here [on
slide] graduated just recently: Kyle in 2010 and now he is at Michigan, and Kate Curley just graduated last year and
now she is swimming for John at Purdue. These kids were already pretty fast when they came in. Kyle was a 1:54.9
IM’er; that is pretty good coming out of eighth grade. He ended-up going to 1:44.2, so you know he dropped like ten
seconds. And to me that is a lot, when they come in at that level. His 100 fly, he dropped about four seconds. Kate
Curley was a 2:22 IM’er and ended-up at 2:05, so she had a 16-second drop over the course of her four years, and
about a seven second drop in her backstroke. So I think that is pretty significant. And those kids are helping us
obviously.
Blake Pieroni is one of the kids who made the Junior National Team this summer. When he came-in in eighth grade,
2:01 in the IM; and he went 1:48.8 at our State meet this year—pretty significant. He will be a senior now, so in three
years. Four second improvement in his 100 free in three years. Aaron Whitaker, who is… and Aaron and Ethan that
are on the bottom here are twins [and brothers] of Kyle; they are going to be seniors. This was last year, from their
junior year. Aaron was a good flyer when he came in, he was 52.7—great flyer for eighth grade. As a junior, he went
47.3. He was not a 100 backstroker, at all; and his freshman year, I never ever thought he would swim the 100 back.
And started coming-on anyway. This year he went 47.2: it is a huge drop. And a lot of that is because he is great
underwater. His twin, Ethan, was not… had not really got his growth spurt, etc, but Ethan was a 1:58.0 coming out of
eighth grade. This year, as a junior, he went 1:38.7. And he dropped… you know you can see in his 500, he dropped
almost a minute. He started getting his growth spurt. But I also believe that because they had a consistent program,
they are going to continue to improve.
These are just a few other kids that were not that good coming in. Patrick Curley was at 2:14 IM’er; he scored at the
State meet for us, he went 1:54.4. And I can go down the list. Brent Vondra, there, is a guy who is going to be
helping us next year. He is going to end-up making our squad, and maybe even be fast enough for relays, we will
see. Kelly Craig was just a freshman and she had almost a nine-second drop, freshman year; 22-second drop in her
500 free. So I think these works.
Tony… and I am going to spend just a second on Tony. Tony Kincaid is a real tall kid who is pretty athletic, and I
think he would be good in anything. He came out his sophomore year; did not swim club, did not swim anything.
Came out as sophomore year, learned how to do dolphin kick, and because he is so huge, his junior year he went
52.7 and qualified for State meet for us. So, you know, we have had some improvement.
Now I want to kind of get into how we do this. I feel like the aerobic and anaerobic mix makes the biggest difference.
And I know that there are programs that have been really successful with huge volumes, aerobically; and I know
that there has been program successful with sprinting. But I think that you have to hit both and I think you have to hit
both every day.
One of the ways that I get the kids to buy-into what we are doing, is we use this approach. Everything that we do
basically relates to racing. So we tell them that you need speed-work every day, because speed-work is going to
allow you to get out that first 25 of a 100, the first quarter of the race, without getting tired. The next 50, or the next
50% of that race, is going to be your aerobic base; how hard you can… if you can hold that pace. Then the last
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quarter, or the last 25 of a 100 or 50 of a 200, is that anaerobic metabolism; learning to bring it home. So we use
that, and we kind touch on all of those in practice, every day.
Aerobic Training
These terms, these are… I use three aerobic training paces or systems, and these are from Ernie Maglischo’s book
Swimming Faster. At least they are my interpretation of it. And again, trying to make the science simple, so that the
kids can understand it and so that I can feel confident when I am talking to them too. So we said that the aerobic
training helps you hold the pace in the middle of your race. And that is kind of how I sell it to them; that is why it has
got to be better. I also… I do not think that you can just try to go on the fastest interval you can make, all the time. I
think you have to alternate it, and you have to cycle it. And we cycle these paces within the whole week—and I am
going to get into that in just a little bit and I am going to get into how we establish these paces, or how we determine
the pace.
But just so that we are all in the same page here, as far as basic endurance, it is the EN1 that used to be with USA
Swimming. What I think is a moderate kind of a pace, very moderate rest; it is not real hard swimming. It helps with
endurance, helps little bit with recovery.
Your threshold training is stronger swims, very little rest. Example of that might be 12-15 100s on the fastest send-off
you can make. I think it helps delay the build-up of that lactic acid—at least that is way I am reading it. It helps you
go longer and harder. That is the EN2, is what USA Swimming used to call it.
And then the third type is aerobic overload. And aerobic overload is swimming fast and getting a little bit of rest so
you can keep it up. But not so fast that you are getting into that anaerobic metabolism. And example of that might be
15×100 strong, 15-30 seconds rest.
And as I am going through, if anybody has got any questions, just go ahead and do it. Yeah?
Audience: Do you give them one workout a day? What are your hours of training?
Kinel: We go every morning for like an hour and 15 minutes, and then we go every afternoon for two and half hours.
And then on Saturday, we go one practice in the morning, two and half.
Audience: So in high school, we have an 8-hour rule, but you do not have that? In Texas, we have that.
Kinel: No. I think there are ways to get around that. I mean not get around it: there are ways to work with it. And we
can talk about that.
So how do you establish those paces? I use… like I said, I have tried everything, and there is a lot of good stuff out
there. But for me I needed something that was simple, something that I could get the inexperienced kids to do, and
something that I can get the experienced kids to do. We use an adaptation of Dick Bower’s cruise intervals.
And just to sort of bring you to speed with that: a long time ago—and he coached in Louisiana—he was trying to find
a way that you could very easily test and have a pace that was for threshold training, for short rest stuff, and that
was you know meaningful. So they did a test set of 6×100, any stroke, and you take 5 seconds rest—no more, no
less. And his original test, you take the average, minus the rest, and that was your threshold pace. Or, excuse me,
then you added 5 to it, that was your threshold pace. Well, that is fine. And when I started messing with that, you
know, short-rest stuff, your distance kids can thrive on it, but nobody else can; it just did not seem to work. So I had
to find a way to do other things, and find a way to be able to have the other two types of training.
So what we are going to do, we are going to do that 6×100, 5 seconds rest, and we are going to determine:
our overload pace, and we are going to call it Cruise-1—you will understand in a minute—;
your threshold pace, we are going to call it Cruise-2; and
your basic pace, and we are going to call it Cruise-3.
So taking 6×100, let us say we did it freestyle. If your total time was 625, you take your average 100 minus the rest,
and you stopped 5 times for 5 seconds ,so 25 off. So to make it easy, the math easy, 1:00 would be your average.
Now we are going to call that average your overload pace or your Cruise-1. We are going to add five seconds to
that, just like Dick Bower’s test showed, and that is going to be our threshold pace, which is 1:05, and call it Cruise2. We are going to add five to that and that is going to be our basic endurance pace, and going to call it Cruise-3.
So kind of to give example sets of this. I am going to take that same swimmer—that has done the 6×100 freestyle
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and his average was double-O, and then we are going to call that as Cruise-1 like we said. So a set of that might be
12×100, and for this particular kid, he would have to hold 1:00 and leave on 1:15—he would get 15 seconds rest. I
usually do 15 per 100; if I am doing 200s, 30 seconds rest, etc. When I am doing Cruise-1 or overload. If we are
going to give a Cruise-2 set, a threshold set, that would be however many you assign: 12, maybe 15, 100, leaving on
that threshold time, 1:05. And if you were going to do a basic endurance set. you are doing—or Cruise-3 as we call it
—you would be just leaving on 1:10, maybe 15×100.
So what we do then (if I am going too fast or anything just let me know). What we do then after we have tested them
in freestyle and their major stroke and IM—and for some of them, in a second stroke—we simply make a chart. And
this chart is on the wall and I have next to this chart, I have a chart that has all times and distances figured out. So
the kids will come over and they will see that if their cruise time is 1:10 and they are doing 225s, then they will go
down the chart and they can easily find their time.
So we put this chart on the wall, and realize… you know I did a little bit here but it would go way down. To some
kids, Cruise-1 and freestyle might be 1:40. I also need you to realize this was at the end of last year; this was the
last one that we had up. This was not the first one, but at the end of the year. When we test these, their cruise
interval, that 6×100 test set, if they are slower than what they did before, I do not change the time. If they are faster
than they were before, then I change the time. So we test as a season progresses.
So that if you look at Blake Pieroni, there on top. If he was going to do a freestyle set of maybe 15×100, and he was
going to do on his Cruise-3, his time is 1:06. If he was going to do maybe 8×200, on Cruise-1 and I give him 30
seconds rest, then he would have to hold—or at least the goal is to hold—1:52, and then he leaves 30 seconds later.
And again, you can do that in IM and you can do it stroke. If you move down to say second-to-the-bottom, Chris
Olsen. For him, if he was going to do that 8×200 set—and I would probably do 7x with him so that they got done
about the same time—he would have to hold 2:24 and then he would leave 30 seconds later.
So my thought process is: if I have got packed pool and I have weak swimmers, I have average swimmers and I
have pretty-good swimmers, by using a measurable means like this, I think that Chris Olsen is getting as much out
of this set as Blake Pieroni is. Okay? And so I can do this in any stroke and I can do it in IM. Does that makes
sense? So this is the bulk of my aerobic training, and I am going to go through some weeks of it, because I have a
little bit of the cycle.
As you can see on the right side, the second stroke, Blake, although he is not really that great of an I… well he was
1:48 which is pretty good. IM is not his best stroke, but he did it for the team. So he had some of the strokes sets he
did breaststrokes, some of them he did fly, some of them he did backstroke; so he had a time for all of those. This is
our girls team. And I took the top end, and then I kind of cut-out the middle and I put you know some lower kids in
there, just so you can see the same thing. Let me do it for the girls team; it works every level, it doesn’t matter.
How often? Well, I do this test in freestyle, in stroke, in IM; and I used to do it in kicking—it works great in kicking. I
used to do cruise-interval test for kicking regular and then I used to do with fins. And so we would have intervals for
everything. I have gotten away from doing kicking cruise intervals, because we do so much kicking underwater now
that it just did not seem reasonable. So I do not do it anymore. And I tell you the talk from Bob Bowman this
morning, if you were there, about underwater, has me thinking about things. But I do so much underwater kicking,
not solely but I do a lot underwater kicking, and so I do not test that in cruise intervals.
At their early season, we re-test cruise about every three weeks. So after we are a couple of weeks into the season,
we are starting to get in shape, then we will do our first cruise test. And we will test all three. And then after about
three weeks, we will do it again and chart improvement. And then I will wait a little bit, as long as it seems like that
was working I will wait a little, I might skip a three weeks and then I will test another one. But then that is usually
about it. The only time that I would really do more later in the season is if it was obvious that that time was too slow
for them, or obvious that it is too fast.
Sometimes I will have kids that will… you know, when we do that test, they will give me the wrong time. And I will put
it down there and then I will realize that it is about… you know they did not do the math, whatever, it is ten seconds
faster than they ought to be and you have got to call a little audible. And then, like I said, when I test it, if they are
faster than [before], I will change it; if they are slower than, I will not. And, you know, I have always thought that kids
would think that if they dogged that set, their times, their practices would be easier. But they get fired-up to do that
6×100 test; they really do. And I go in groups, so that we do not have too many waves going in the pool. But it is a
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good training set.
I am going to kind of go through how we do our aerobic part here, and I am going to get to the anaerobic here in a
little bit because that is equal as important. We do two aerobic sets each practice: I do one of them free, and I do
one of them stroke and IM. In high school, you have got to have freestylers. There are the short events, there are the
short relays, and I just think you have got to have freestyle. So it is also a little bit of recovery. So we do one set
stroke, one set free and we rotate them. The first set that we do, the first aerobic set that we do, is generally strong;
and then the second one that we do is easier: not easy but easier. And there is an element of recovery involved with
that too.
So, if you look at the top, we do Cruise-1—and remember that was overload, kind of a like EN3—we do that on
Monday, Wednesday and Friday, for about 1,200-1,600 yards a set. On Tuesday, Thursday and Saturday, we do
Cruise-2—remember that is your hard, short-rest stuff—also 1,200-1,600 yards. The bottom set, we rotate between
Cruise-3—and remember that was your moderate, basic endurance. We alternate that with what I call Cruise-3+,
and that is I will add time to that Cruise-3, and I will ask them to descend.
And I generally will do the descending Cruise-3 descend, so taking that 100… that kid whose Cruise-1 was 1:00, his
Cruise-3 is 1:10. So I might have that kid go 12x or 16×100 and they will go on their Cruise-3, 1:10 plus maybe 20.
And I will ask them to descend in sets of 3, sets of 4, or whatever you want to do. So part of it is a little easier and
then part of it is a little bit of speed-work. And you guys have all done descending stuff before.
I usually do that on Monday, Wednesday and Friday, because they are usually hammered with that Cruise-1 stuff
and so I want there to be a little more recovery. I do just straight Cruise-3, so it is not really that hard of training on
Tuesday, Thursday and Saturday. And I am going to get to it too, you know in the whole scheme of this you have got
to be thinking about what you are doing anaerobically too, as far as some of those goes. And I will get into that and
placement in practice. But this really works good, and you hit, over the course of the week, all of the energy
systems.
Here, I am just putting numbers to it, so you know maybe it makes a little more sense. On Monday, Wednesday, and
Friday you can see there we are doing Cruise-1. And I have alternated the free and the stroke with IM. On Monday,
that first set we went 8×200, holding Cruise-1, leaving 30 later. And that pace is going to be different for everybody;
and I have got that chart up. So they will look at the set, they will look at their time, they will go over and they will
find… well 200s all they have got to do is double it—but some of my kids may not be able to double it, they might
have to actually go to the chart and look. So, holding Cruise-1, leaving plus 30; that is a strong set. That second
aerobic set… and usually I will have like kicking or pulling in between.
That second aerobic set is going to be at Cruise-3 plus 20. It is a stroke set; we are doing descending 9×125 on their
Cruise-3 plus 20, and I am asking them to descend reasonably well. Little bit of recovery, little bit of endurance.
Tuesday, just a Cruise-2, so that with short-rest stuff. That second set, Cruise-3, moderate. So you can see as you
go through, we are hitting it hard on Monday, Wednesday and Friday in a different way. The threshold set on
Tuesday, Thursday, Saturday is tough too, but I feel like that is helping them hold a strong pace in the middle. And
then the second set is like I said either descending class or Cruise-3+ or it is just leaving on Cruise-3, okay. And
each of these sets would be 1,200-1600 or so; sometimes we do a little more, sometimes we do a less, depending
on what… but that is pretty much general. For my distance kids, these sets would be a little longer, but it is a same
principle—and I do have a sample workout that I will show you later that kind of has distance on there too.
Anaerobic, which is sort of the other side of the puzzle and equally as important.
Anybody have anything on that, the aerobic side, before I go to this? I think it is pretty straightforward, and I will tell
you it works because everybody is getting the same. Okay.
Anaerobic Training
The anaerobic side of this. Instead of having one huge, or two huge, anaerobic days—and I know people have had
success doing that—I would rather do some anaerobic quality stuff in smaller increments every day. And it is at the
end of practice, right before you loosen down. To me that makes sense, because what I am trying to get them to
understand is that this anaerobic work is to allow you to get that race home. So it is allowing you to basically workthrough that pain. And the three types that we do: tolerance—and again these are my terms, my interpretation—race
pace and speed-work.
Tolerance and race pace. Tolerance training to me is just getting used to the pain that is associated with lactate
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build-up and all of that. So it is a small number of repetitions, fast speed, with pretty long rest. And the rest would get
longer as the season progresses. It helps you get mentally strong to finish the race hard. And that is easier said than
done. An example of that might be 4×100 on 4:00, everything you got.
Race pace is what I do with broken swims or it might be predictor swims. Everything at race speed. It is more the
pace and skill work. So an example of that might be 4×100 on 4:00, broken 10 seconds at the 50, foot touch, 10
seconds at the 75, foot touch, and then hand touch, no breathe from flags. Another example of that, not a broken
swim, but it might be 6×50 on 2:00. And that is a predictor from Bob Steele—and at the end of this I have got some
of his stuff which is pretty cool. But you are trying to hold half of your 100 time, so it is very specific. It is race pace.
And again this type helps you get that last part home.
Our weekly plan for anaerobic is just alternating those two. So at the end of our practice, we will get them on the
blocks and we will alternate. Usually Monday, Wednesday and Friday we will do race pace; might be broken, might
be predictors, about 400-600 yards. And again you know sometimes you do a little more, usually not too much less.
But every day. And they learned to recover I think too. On Tuesday, Thursday and Saturday, we will do tolerance: just
get after it, make it hurt.
And I think when we are in a high school meet
and they are swimming four events, you are
going to go an all-out 500 and then real quick
you turn around and you have got to turn into a
sprinter and you got to do that 50 on the end of
the 200 Free Relay. You do not have tons of
time. You know, you have got a great 400 Free
Relay, and you need a breaststroker and one
of those guys is a pretty good breaststroke,
you have got to do it and it happens. I think this
kind of stuff, daily, gets them ready to do it.
And to be honest with you, they really get after
it.

You know boys hate to do the aerobics
stuff and they love to race, and
sometimes girls are the opposite.

And this allows those kids to race each other, and it is also an opportunity to do some specific stuff with them. This is
when you can work on race breathing. This is when you can work on getting-out strong and holding-on, or gettingout easy and coming back.
So I kind of put this to numbers too. For a 100 emphasis, for example, with your 50 and 100 kids. This is just an
example as you set it up through the week. Monday, Wednesday and Friday are kind of race pace; Tuesday,
Thursday, Saturday are what I call tolerance.
So we did a pretty normal broken set on Monday: 10 at the 50 and the 75. So we are after them getting their
race time or faster.
Tuesday: We just wanted to flood their system: 4×100 on 4:00, get after it. Trying to get them some goal,
trying to get them… and on these days too is when you can do that. You know today you can tell one of them:
you have been having trouble getting home, so let’s maybe back-off just slightly in the front and let’s really
get after it and see if we can get home. And these are straight, it gives them a chance to do that. But you are
really flooding them.
Wednesday: 6×50 on 2:00. I am trying to break a minute in the fly, so my goal is to break 30 on these. And I
am training for my race. And those would be push off.
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Thursday: Sometimes I like to do something just a little longer than their race. You know, if they generally are
in the 100, so let us go some 150s.
Friday: Let us add a little more speed in there. We will 2×100 and 2×50.
Saturday: We are going to go 75. And we are going to ask them to go 3/4th of their 100, or their 75 split
during the race. Well they cannot do it, but it gives them a goal. From a dive, get after it. And right now you
are swimming at race speed, so what an opportunity to work on your turns. Get after them: do not slow down,
hard in, hard out, 5 kicks off the wall, or whatever you do. So it is an opportunity to teach I think.
This is just… if your emphasis that was with a 200 kid, a 200 free or an IM’er; or you know if it was a club, you could
be working on 200 of stroke. But same kind of idea, broken swimming in slightly different ways.
Monday: taking 15 seconds at the 100 only. Good idea to work on out and back.
Wednesday: broken 10 every 50.
Friday: add-in speed, so you are going 200s and 100s.
Tuesday: straight quality.
Thursday: This is actually a predictor set, same as those 6×50. If you go push-off 5×100 on 3:00, and you
double your average, it is a pretty good prediction of what you can go on a 200. So to me, why not use that as
a training tool all the time, because they are going at race speed.
Then Saturday: 150s, same concept as a 75s: trying to hold 3/4th of your 200.
You know you can get kids… this way kids feel like there is a reason why I am up here sprinting. And I got to do this.
It comes at the end of… the whole purpose of it is to get home, so let us do it at the end when I am already tired, like
they will be, and I get to go home after this. You can get a lot out of them. Let’s rev it up. Instead of doing 20×100 on
long rest, just wiping them out and the next day is crap. To me this just makes more sense, and I get the kids to buyinto it a little bit better as well.

Speed Training
There is a lot of different ways to do speed training. There is just regular, unassisted, working on stroke rate and
breath control and coordination. There is assisted. And then there is resisted, with buckets and parachutes, etc. And
you can see some examples; you know everybody does this. I mean 8×25, long rest; 37½s, 50s, etc. 8x15m kicks,
whatever you want to do.
I think that sprinting is a skill. In your aerobic training, I think that you can get out of tempo. So I want to do a little
sprinting every day, and I want to work on that speed. So we do a little bit of speed-work every day. Again, our
afternoon—and all of these that I have had so far right now are all are afternoon, so I am going to get into the
mornings briefly in a little bit. But we do our dryland and our weights on Tuesday, Thursday mornings; sometimes inwater stuff Saturday. So I cannot do any speed-work then, because we are not in water at all. I do my speed-work
on Monday, Wednesday and Friday in the morning; and then on Tuesday and Thursday, I do it during that afternoon
practice.
And I do it right after the warm-up set, because it makes sense to me. I mean the whole point there is to get that
front-end out without it tiring you, so why not do it where it is in the race. It just it makes sense to the kids, I think,
too. So we will do 25s, 37½s, 50s, etc. on long rest. We will do in the morning on Monday, Wednesday and Friday,
and on Saturday too; we will do it in the afternoons on Tuesday, Thursday, just because we cannot do it in the
morning and I want to do it every day.
Placement of these training types. This is what I… it is a common-sense way of doing it. And it is something that I
understand, so it is easy for the kids to understand—if I can understand it I think anybody can. But just like we said:
you want speed training early in the workout. Before they get tired, before techniques suffers. You want your aerobic
training in the middle, because that is what it is supposed to be doing: it is allowing you to hold a strong pace in the
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middle. And then you want your anaerobic to be at the end, and you want to make it as race specific as possible: get
them on the blocks, challenge them—I think it is important.
Yeah?
Audience: When do you do your drills and stroke work?
Kinel: After, as part of my warm-up and as part of my warm down, okay. Like we might do 400 or 500 easy, and then
we will do a set of 12×50/12×75 of drill and drill-swim then. And then I might do drill again at the end, during warm
down. Unless they are wiped out.
And that is part of the art of coaching, you know. I mean sometimes you come-in all fired-up and it is obvious that
they are done: you have got to call an audible. And if you keep swimming them like that, you just… you know all you
are going to do is beat them to death and they are going to be garbage. So I think sometimes you have to do an
audible, and drills are terrific for that.
Sample Practice
This is an example of an afternoon practice; this was in November, last year. The reason I put it here is to just kind
of give an example of how I put all the stuff together.
We warmed-up 400: I had them go 200 free, 200 back.
Then we did 12×75 on 1:20. On this we just did fly-back-breast, back-breast-free. I kind of think I was
trying to work on the back-to-breast flip turn—I think that was what we were after when we did that.
Then this was a Monday and it was a Cruise-1 day; and we were doing Cruise-1 of stroke or IM. And
on this particular day I did both. So we did… and it might have given them a minute between this two
—I think I did—just because I wanted it to be better. So we did 8×100 of their IM Cruise-1, leaving 15
later—so, again, that is going to build different for everybody. Gave them a minute.
Then we did their stroke now, same thing: 8×100 of their best stroke, holding their Cruise-1 leaving 15
later.
Then we had a kick set. Eight sets of what I called the Lochte set. That set I saw Gregg Troy doing at a
clinic with Ryan Lochte, and I am going to explain that set later—it has got some underwater to it.
Then we just did some straight kicking with board. I asked them to hold… leaving on 2:30, I asked
them to kick as hard as they could. Standard stuff, everybody does.
Then… and remember on those Cruise-1 days we do descending Cruise-3+. So on this day we did
4×300 Cruise-3 plus 20, and I asked them to descend within each 100—by each 100 of the 300.
We pulled with paddles.
And then we did race-pace stuff at that end. We did 3×100 on 4:00, 10 broken: 10 and 10; 3×50 on
2:00. The kids that were more 100 and 200 inclined did: 2×200 and 2×100, broken.
Then we cooled down.
My distance kids: generally our distance kids will do
the two aerobic sets a little bit more. They will be
longer, same concept. And usually I have them do the
last set the same; although on this day we did do some
more stuff that is a little more pertinent to distance. So
they just did the Cruise-1 a little bit longer sets. And
their freestyle set there, descending, was longer.
Sometimes I write stuff at the bottom there that I want
them to think about.
As far as the morning session. I said we go Monday,
Wednesday and Friday mornings; well Saturday too, but I
am counting that as an afternoon practice. We have
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about an hour and fifteen minutes is all the time we have. And Chesterton is really an academic school, so I just
cannot see having these kids come in real, real early when I know that they are up late studying. So we just… an
hour and fifteen minutes, and we have got to get it done. And we will do about a 1,000 yards of warm-up, we will do
about a 2,000 yard set of usually Cruise-3 or Cruise-3+. I will not do Cruise-1 or -2 in the morning. And then we will
do a short speed set: 400-600 yards or whatever. That is kind of our morning session. And then Tuesday, Thursday
morning, we will do an hour of dryland and weights.
Sets
As far as test sets that I like to do. I talked a little bit about the 100-predictor: 6×50 on 2:00. I got that from Bob
Steele. Push-off, double your average, and it is really close to what you can go in a 100. And I used to just do it for
that, to see where we are at; and I just decided: why not use it as a training tool, do it once a week. And I think the
way he did it is you do six of them like that, and once you can do
six at the pace you want, then you move it up to eight, and then I
think you move it up to ten.
A 200 predictor, like we talked, about is 5×100 on 3:00, double
the average. There is one for the 500 too, that is I think 6×250.
And I have tried it and I just I did not like it, so I do not usually
do that one. One I do like to do for my 500 kids is 20×50, leaving
on 45, trying to hold their 500 pace. And I do not know why
twenty, I guess just because I feel like you have got to do more
of it. But that is a good set… that you get those kids who like to
go out too fast, you can control them little bit, you can reel them
in. And you get them to hold a better pace all the way through
and then maybe get them to really hammer the last five.
I am sure a lot of you have done in the University of Michigan
prediction program that Jon Urbanchek did: 6x or 8×100 on
8:00. And there is a formula that you can take your average and multiply it and it gives you a 100 and 200. And I
could send it to you, if anybody wanted it.
The last thing I want to kind of finished with you, and then I would be happy to answer any questions, are just some
of my favorite little sets and things. After our first part of warm-up… you know, we will get-in and we will do 500 or
400 or 200 free-200 back or whatever, just like everybody does. Then we will get on the blocks and we will do what
we call fly kicks. But I will start them and I will start my watch, and they are going down [the pool] and they are
dolphin kicking. And I will blow a whistle at 6 seconds, and they will break-out there and see how far they have
gotten. Somewhere, a long time ago, I read that world-class swimmers get to 15m in 6 seconds—you know, it is
more like 5-something now. So I just decided I would do that. And then the idea is you do it every single day, and you
are trying to get them, over the course of the season, to be better underwater. And they really do. And it gives you
one good control start at the beginning of practice before they are tired and they can do it right. So anyway I do that,
I start practice that way, every day.
I talked about the Lochte kick set. What that was, Gregg Troy at that clinic—and it was in a high school pool, so you
just have got to imagine it. But had him kick on his back, flutter kick, just letting the momentum keep him against the
wall, hard as he could for a minute. Then he blew the whistle, and he went underwater and went 25 underwater,
sprint kick. And the idea behind that is: by kicking at the wall, getting your legs tired to begin with; and then going
underwater, just like it would be off of a turn, when you are already tired and your legs are already shot. To me that
makes sense too. So we usually do not do a minute, we will do 30 or 45 seconds on our back, or sometimes on our
front. You can even do on your front, and then when you blow the whistle have them flip turn and push-off. And they
are getting idea of coming-off at the right angle—that is pretty good too.
I started doing… I was with the bunch of coaches, discussing some stuff the other day, and we brought this up.
Sometimes with underwaters, I feel like if you have them do a bunch of 25s—and again after Bob Bowman’s talk, I
am going to be rethinking some things. But if you have them do, I do not know, 25s or whatever, sometimes it
becomes just survival kicking. They are down there, they are holding their breath, and they are kind of kicking. You
know, what are they really getting out of that? Besides some breath control.
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So I started… our pool is 20 yards across, so I just turned them around. And we go to one side; and now it is a
shorter distance and they have to sprint-kick under there. Originally, I liked the idea because the lane lines are in
your way, so it makes it less convenient to come up. So I started doing it that way. So I like to do that too. But now,
after hearing Bob Bowman talk, I am probably going to do it on a longer interval than I do—and God, I think
everybody has got to be aware of that. [Kinel is referring to Bowman’s “Shallow-Water Blackouts” talk.] Extended
50s, this is a great one. And I got this—and I wish I knew who the person was because I would love to give them
credit—one of those Councilman Creative [Coaching] award things that is out here. I read this on a website one
time; it is called Extended 50s. Our pool is a 25-yard stretch designs, so we have a bulkhead and we can go 25
yards or 25 meters, and you know with a diving well there. Well this set, and you can make the interval anything, but
they push-off and they sprint to the first 25. They have to get out. Then they dive off of the bulkhead into the diving
well, and they do underwater dolphin kick to the wall. Grab a breath—or I suppose you could just not breath. But
then dolphin kick back to the bulkhead, climb themselves out, dive back in, and sprint that last 25.
So they are getting some speed-work in. They are getting a little bit of strength work in—lifting themselves out at the
bulkhead. They are diving in and going right into a dolphin kick. So they are getting some dives, but they are also
getting some fun—kids love that, when they do that. And then they are also getting some finish work. And the
second 25 they are dead, because they have just lifted themselves out and they have breath control with the
underwater kick. So I think it is a good one. It is a lot of fun.
The last one that I am going to leave with you is one that I got from Bob Steele, that he says was from Bob
Bowman. And calls it Phelps 50s. This is a great kick set. And this is kicking like with a board, this is not an
underwater thing. But you take an interval that your kid could make that would be real-hard for them to make 5×50
on. So, you know for math, let us say that it is 50 [seconds] and short course. You know it is probably tops for them.
Okay? So we are going to call that 50 their hard pace, 55 would be a moderate pace, and 1:00 would be an easy
pace.
So the way this set goes is: on the first round you do 1 easy, 1 moderate, 1 fast. So 1:00, 55, 50. The second round
you do: 1 easy, 1 moderate, 2 fast. Third round: 1 easy, 1 moderate, 3…. 1-1-4, 1-1-5. It is great. And then… and I
have never, I have not, got there, but I think with Michael Phelps, he started doing that 100s. So it is a neat concept.
So that is kind of the end of what I had prepared; I hope that I have given you something. This design really works
for me and I hope that out of all of this you find something that is appealing and something that you can maybe use. I
can give you my email, if you want it.
Questions?
Audience: With non-club swimmers in high school, it is tough enough to commit to 5 afternoons. This year, my team
is switching to mornings, and we have had a big uproar and the parents are frustrated with it. How do you get the
commitment for a high school team to 11 practices a week and how many actually come to all of them?
Kinel: She asked: how do you get them to commit to 11 practices a week and stuff. And obviously that is if we do not
have meets, for 11. But my answer is: it does not happen overnight. You have to work at it and you will get some of
the kids to commit. Or maybe do not go to every morning, do it… you know, start out by going 3 mornings a week, or
something like that, and try it. But you have got to start somewhere. And once you get a few to commit, you will start
to get others. And once you start to have some success, it will be a little easier. And you know, I do not know any
other way.
Audience: Do you teach too?
Kinel: I do. Yeah, it is a long day. It is… you know it sounds crazy but every single year, there is some point during
the year where I feel like I am going to get out of it because it is just not worth it, I am so frustrated. And people are
smiling: you have been there. I am so frustrated with it, etc.
And my wife who works in an office in Chicago tells me all the time: You’d better think about that because you do not
realize the affect you have on everybody. You know you go into work and you get to affect people’s lives, and I sit
behind a desk and just do numbers and stuff. And she says she will trade with me. So it is rough, but it is so
rewarding.
Audience: When will you do your first test set?
Kinel: Probably after we have been in the water for about two weeks. Because, to be honest, I do not want it to be
real good. I want them to see improvement, and psychologically I think that helps a lot.
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Audience: How long is your season?
Kinel: Well, technically, our girls’ first practice is October 20, and the boys is like November 7 or something. And then
our State meet is for the girls mid-February and the end of February for the boys.
But we will start conditioning last Tuesday; right after Labor Day, we started conditioning. And now it is volunteering
and the kids can come and we run. The IHSAA [Indiana High School Athletic Association], which is the governing
body in Indiana, says that you can only have 3 contacts of your sport; so we could only be in the water Monday,
Wednesday and Friday. But you can do run, lift, that kind of stuff; other days.
So what I do is I start then, I have a callout meeting, I have everybody in. And I say: those of you that have been
swimming all summer, we offer a what we call a Fall membership and it is kind of a discounted thing. They get their
USS number and they join our swim club. And for a nominal fee, I have them go mornings on those Tuesday and
Thursdays when we are not in the water in the afternoon. And it is a way to keep the whole team together, after
school. But I get those kids that need it to come-in those mornings. That is how I do it.
You know I know there is a lot of people in Indiana that will just have everybody join their club. But for me, I do not
want them to have to pay a ton of money, and I want those Mikes that swim with their head out of the water and
eventually who will help me. And I want… and there is a bunch of Indiana coaches here: we have a huge rivalry with
Munster in our area, and it is just a real-big rivalry. A couple of years ago, they should have beat us and we tied
them; because I had two kids go 50.1 or 50.2 on B relays, that never swam club or anything. They just came-out
their freshman year, and as seniors they are helping me tie a big competitor and stuff. It is just cool. So I get as
much kick out of those kids as I do you know the Kyle Whitakers and all of them.
Audience: Who are you main participants in the high school? Are you sharing your athletes with a club coaches?
Kinel: No, all my kids are training with me. And that is an advantage I have that some do not, for sure. But I also
do… like I am also our club coach. And here is something too, that I have never been able to understand how high
school and club coaches do not try to work together; I mean it is in everybody’s best benefit. For me, I have got a
good situation; and I have a great club coach that has things in perspective: kids have fun until they get to me and
get tortured. They have fun and they like the sport and he is a big kid. Jim Voss is who I am talking about, for the
Indiana people; just incredible.
Audience: So if you have a guy on your team that swims for a different club team than your high school, would you
allow that or does he have to swim for your club?
Kinel: Like in the summer? Or afterwards? During season, I would not allow it. If they are going to swim on our high
school, and we have regulations of that too. I mean if they are going to swim in high school; they have got to swim in
high school, they have got to practice with us.
Audience: Just to clarify, in Indiana during the high school season, club kids have to swim high school not club. So
that is in Indiana.
Kinel: Right, yeah so we do not have some of those issues.
Audience: When you are setting up your sets, do you go that rest interval or do you create intervals that estimate
that?
Kinel: Well I do my lane assignments by cruise times, so that it kind of works. And by times not necessarily by
stroke. You know to me it does not matter if a kid has a cruise time of 1:15 in the backstroke, I think he is okay going
with a freestyler that has a 1:15. Or even a breaststroker—I do not think that matters. I do not think it matters if it is a
girl or boy, either.
So I assign the lanes by cruise intervals. And that is a learning curve; you have got to get them to buy-into it.
Alright. Well, I think I have gone a little bit over, but I really appreciate.
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Belaboring the Obvious
– by John Leonard, ASCA Executive Director

Recently I received an email question from a Board Member who was aghast that the
Head Coach earned significantly more than the assistant coach when the assistant
coach “actually coaches far more athletes.”
The Head Coach had coached for 30 years and is the CEO of the club. And does all
that a CEO should be doing.
The assistant has worked there for 5 years.
I say this is “obvious” because it should be so, for anyone who has ever run any
business of any sort. To use a phrase from recent Nobel Prize Laureate Bob Dylan,
“The Lessons of a Lifetime Can’t Be Learned in a Day.”
First, anyone who has been the CEO of a coaching group or team for 30 years, has been “successful” by whatever
measure is being used. Read that again.
That success comes from knowing everything about everything that it takes to make that organization successful.
Continuity is one of the key factors in swimming club success or any business success. There are 20 decisions a
day (or many more, depending on size) that need to be made that can only be made successfully by knowing
history, culture, needs and much more. No one learns that in one year, five years, or ten years. It takes time. Time in
position is to be rewarded. (Meaning SUCCESSFUL time in position, if the person isn’t being successful, why are
they still there?
The concept of the “number of athletes you coach” as a determinant for reward is a red herring. Athletes have
significantly different needs. The coach works to fill those needs. Typically, the more committed the athlete, the
larger the set of needs to be successful. Hence, the smaller the group. Exceptions can occur.
IF a management group conceives of “payment according to number of athletes being coached, they will also, of
course, happily accept the idea of being paid by their swimming families for the number of hours the child swims
each month. Think about that. Could anyone run a swim team like that? It would mean that the VALUE is in the
“time in the water.” Ridiculous. The VALUE is in the quality of the coaching they receive each day that CHANGES
THEIR LIVES.
And on that level, a successful 30 year coach and a successful 5 year coach are not close to comparable. The 5
year coach is at the very beginning of the fruitful period of their career. Within the next 5-10 years, that coach will
become valuable, because they will have added enough athletes to their “I coached them” roster, to have the
experience necessary to truly serve their athletes. That status was earned decades ago by the more experienced
coach.

“The Lessons of a Life Time Can’t Be Learned In A Day” – Bob Dylan

It’s obvious. Successful businesses reward successful experience and value it’s continuity above anything else. The
club with the 30 year coach should be thrilled to have someone with that level of success and experience. And they
can value that they still have the young coach with them…..that coach is at the cusp of becoming really valuable.
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