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As the competitive club season gets into full swing for spring and summer
across the country, SwimSwam sat down with Bill Stephan, lifelong
swimmer and veteran swim meet official to hear first hand what he and his
peers are seeing when it comes to competition and swimmer safety.

SWIM SWAM Q & A
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SWIM SWAM Q & A

SS: Some people, Bill, have said you were born into the sport of
swimming. Would you say that’s true?
Oh, absolutely. I grew up in Kentucky in a swim family. There were five
of us, all on the swim team. For my parents who both worked, the pool
was also like day care. We’d go to practice in the mornings and spend
afternoons hanging out. We also moved a lot while I was growing up.
I attended maybe fifteen different schools, but always found a close,
welcoming community on the swim team at every new pool, with my
younger brother by my side. I’ve been involved in the sport as a swimmer, a coach at one point, and now an official at the local, regional and
national levels. It’s a lifelong passion.
SS: Why did you decide to become and official and what’s life like
for the men and women in the white shirts?
When my seventh grader announced he wanted to join the swim team,
after being involved in other school sports, I was delighted. It’s my sport
and I understand it. But after spending a few months as a spectator in
the stands, I knew I wanted to be more involved. I wanted to be on the
pool deck at his swim meets in the center of the action. I love it, but it’s
a lot of hard work, requires a great deal of preparation and can be quite
intense. At any meet from age group novice to national level, officials
are exceptionally busy and carry great responsibility. We’re meeting
with coaches, making preparations for the meet, dealing with paperwork for the competition in real time, starting races and making split
second calls – and all the while ensuring everything is done in compliance with USA Swimming regulations. It’s stressful but incredibly rewarding. I’ve seen swimmers start from an early age and grow up on the
pool deck before they head for college competition.
SS: You’ve talked before about swimmer safety. How big a concern
is keeping swimmers safe for officials and coaches?
It’s a top priority for everyone now, no doubt about it. Concussion
awareness has spread rapidly through every sport but think about this:
no other sport is like swimming. Nothing else requires you to go as fast
as you can toward a cement wall with no head protection. I personally
have seen countless head strikes, collisions with the wall – particularly
from backstroke finishes – and swimmer collisions too. I’ve seen blood
trails in the water at busy warm meet warm ups, where another teammate kicks or elbows a swimmer in the head or face. In outdoor pools
it’s an even bigger concern, where the sun and wind blowing the flags

are very real factors for disorienting even experienced swimmers.
SS: What can be done to improve head safety?
Firstly, it’s critical to protect swimmers, particularly age group athletes.
Their brains are still developing and growing, so kids can be particularly
susceptible to head injury in environments where collisions most commonly occur.
Despite our best efforts, it’s difficult for officials and coaches to see
everything going on in the water across eight busy lanes of 250 or so
athletes. During warm ups when accidents can occur, officials are required to meet with coaches and lane timers about the running of the
meet, so supervision of swimmers could be limited. There has been
discussion about certifying meet marshalls and other volunteers in
swimmer safety, but these kinds of initiatives take time to implement
across thousands of pools nationally. USA Swimming introduced CPT
(Concussion Protocol Training) to all states, which points to the growing
need for head protection in the pool. All but a handful of states now require officials, coaches and poolside volunteers to test out for CPT and
parents are required to sign an annual release form acknowledging the
risks associated with swimming – just like every other youth sport. In
the meantime, we really need to protect swimmers in the water.
SS: You’re talking about the Hammer Head® Swim Cap, the only
protective swim cap?
Yes. I became aware of the Hammer Head® cap over two years ago and
have had an opportunity to see it, try it and test it. I’ve shown it to fellow
officials and they really believe it can help protect athletes and young
swimmers alike. The cap includes a layer of patented honeycomb material inside that is designed to absorb and dissipate the shock of impact when collisions occur. The really interesting thing about our sport
adopting this is not asking athletes to do anything they’re not already
doing. Every swimmer already wears a cap. No behavioral or regulatory
change is needed and every swimmer will be protected. In addition to
the safety element, this cap has a wrinkle-free fit for maximum comfort
and zero drag plus the single compression molded cap and premium
silicone offers durability that is designed to outlast other caps. It’s an
easy win for the sport. Decades ago swimmers swam without goggles.
That seems insane now. I think the Hammer Head cap is going to really
change our sport for the better.

Bill Stephan is a lifelong competitive swimmer, former coach
and veteran official of hundreds of competitive swim meets.
He is NCAA certified and has USA Swimming - N2 national certification
for stroke & turn, starter and deck referee. He is currently completing N3
certification to officiate at the highest levels of competition.
https://www.hammerheadswimcaps.com/
About Hammer Head® Swim Caps
Hammer Head® Swim Caps is a patented and trademarked product of Mako International LLC, co-founded by David Burns, a 20-year
swim coach and swim school owner, and Theresa Finn, a sports brand
marketing and business development executive with a manufacturing
background. The Hammer Head Swim Cap is the world’s only protective
swim cap and has been endorsed by Rowdy Gaines and ASCA (American
Swimming Coaches Association). It incorporates patented HIT Honeycomb Impact Technology® designed to reduce injuries from unexpected
head strikes with other swimmers or the pool wall. In addition TEKFIT® wrinkle-free surface gives racers a cap
that is both comfortable and fast. It also gives parents a cap with greater value, built with strength and durability. Practice in it. Compete in it. Win in it.

www.hammerheadswimcaps.com

The ASCA Capital Fund
Thank you to the coaches below who have made a commitment to enhancing the services for all members
of the American Swimming Coaches Association through the building of the Tech-Transformation/Capital Reserve
Fund. The fund has been created to help the ASCA transform its technical services to members and to secure the
ASCA in the event of a Capital emergency in the future, perhaps caused by a natural disaster. The ASCA is on the
way to transforming the website to better serve all of us each day. Below is a list of the individuals and clubs who
are helping enable that to happen.
With pledges extended over five years, these coaches and clubs project to help the fund reach approximately 1/3
of our goal of raising $500,000. Tax deductible donations can be made in a variety of increments. One option is
committing $83 per month for five years. Clubs, can do it, coaches can do it. Any level of giving helps us create
better services for all ASCA coaches.
We would love your help and add your name to the list below.

Don Heidary
Mike Koleber
Nitro Swimming
Ira Klein
Jim Richardson
Georg Block
Chuck Warner
Jim Wood
Jim Tierney
Kathleen Prindle
Tim Murphy
John Leonard
Orinda Aquatic Club
Doug Ingram
Mark Schubert
Tim Welsh
Gregg Troy
Marius Podkoscielny
Thomas Ugast
Mark Hesse
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Matt Kredich
Dave Gibson
Kim Seaman
Machine Aquatics
James Sharp
Jim Peterfish
David Johnson
Mei Han
Carl Simonson
Phillip Davis
Rob Sleamaker
Bill Wadley
Chad Onken
Dave Marsh
Craig Carson
Jason Schmidt
Don Swartz
Bob Bowman
Cyndi Fenton
Gregg Brace
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The Passing of Coach Sam Freas
Oklahoma Baptist Head Swim Coach, Sam Freas,
passed away after celebrating his 72nd birthday last
Saturday on March 23.
Freas attended the United States Military Academy
at West Point and graduated from Springfield
College with bachelor’s and master’s degrees. He did
Ph.D. degree studies at Iowa before earning a doctor
of education degree from California Western.
He coached the Republic of South Africa’s swim
team in the Olympics, has been the head coach at
Arkansas (84-14 duel meet record), Hawaii (40-0)
and Louisiana State (61-9), SUNY-Potsdam and
Allegheny College (64-12 dual meet record).
While at Arkansas, he was president of the College
Swim Coaches Association, and a member of the
US Olympic Committee. In 1982, he was selected
to visit the Peoples Republic of China as “Swim
Ambassador”.

Dr. Freas became President and Chief Executive
Officer of the International Swimming Hall of Fame
in Ft. Lauderdale, Florida in 1989 and served in that
capacity until 2004.
In 2011, Freas was named the first head coach of
the newly-created Oklahoma Baptist swimming
& diving program winning every NAIA men’s title
while the women placed 2nd in 2012 and then won
3-straight titles thereafter. Since then the team
moved to Division II of the NCAA. In 2018 at the
Division II NCAA Championships, the men’s and
women’s programs both placed 5th in their debuts.
Freas is the author of many books and leaves his wife
Rosemary, four children, and six grandchildren.

Sam Fr e as
1 9 47 - 2 0 1 9
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LIA NEAL

2 0 1 2 , 2 0 1 6 O LY M P I A N

NEW

A SUIT AS TOUGH AS YOU

Discover more at FINISswim.com
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Let Your Swimmers show their

Accomplishments!

with ASCA Approved Awards & Chevrons.

Nationally recognized, based on the National Age Group
Motivational Time Standards B-AAAA.
Chevron are available by stroke and time level,
or best times.

Age Group Emblems, Team Records Certificate,
Patches and Pins are also available.

buy online at: www.swimmingcoach.org/shop
To place your order by phone, please call Sue Mills, Chevron Service Coordinator at 800-356-2722
or you may email your order to: smills@swimmingcoach.org

Y

ou don’t have to be a magna cum laude graduate
to understand that happy days are here again for
Indiana University swimming, but that’s what IU’s
coach is. He’s a Rhodes Scholarship finalist, too.
But before we get to Ray Looze’s academic record
… or how he once came close enough to swimming
in the Olympics to smell the chlorine … or how he
has the Hoosiers a living, breathing, backstroking
national powerhouse again … we need to discuss
his missing lunch.
This was 16 years ago, when he arrived as a young
Californian, assigned the task of making IU swimming great again, as it was with IU’s legendary
coach, Doc Counsilman, and Mark Spitz’s gold
medal rush. Counsilman was in fading health, but
Looze wanted to pay his respects, and was invited
to lunch by Counsilman’s wife, Marge.
Two things to add here. Looze was an all-American
at the University of Southern California, and that
school had been Indiana’s most bitter rival during the

Counsilman glory days. Looze can take it from there.
“I’m sitting at the table and Marge gives me a sandwich and says, ‘Ray, dear, where did you go to college?’ I tell her I went to USC. She reached over
and took my sandwich away and said, ‘Oh, dear.
We’ve hired a Trojan.’ I was thinking, ‘OK, this is a
joke; she’s going to give my sandwich back.’ But
she never did.”
But she learned to like him, and why not? Look
where Indiana swimming is now. The Hoosier men
just three-peated as Big Ten champions, a feat not
seen in more than 30 years. They finished third in
the NCAA last season, the highest spot for IU in
43 years. They’ll go into the March 27-30 national
championships ranked No. 2 behind California and
just ahead of Texas, with a chance at the title, which
Counsilman’s swimmers won six times in a row back
in the 1960s and ’70s, when he was John Wooden
in deck shoes.
Looze also coaches the IU women, who won the
Big Ten as well, not to mention producing one
of America’s young stars at the 2016 Olympics,

Led by a Trojan, IU
swims back to top
of sport
by Mike Lopresti

Indiana University
swimming coach
Ray Looze
(Photo courtesy of
IUHoosiers.com)
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Lilly King. In short, nobody is yanking away Ray Looze’s
uneaten tuna salad these days.
“It’s been a longer journey than I thought,” he said of Indiana’s climb back to the top. “I was a young guy when I
took this job—now I’m sort of a middle-age dude—and I
thought, ‘OK, we’ll whip these guys into shape and get this
thing moving really quickly.’ We won a Big Ten title in 2006
and I thought, ‘We’ll take off from here.’ It just goes to show
you it takes a lot longer to build than it does to tear something down.
“It’s been a humbling process for sure.”
And now?
“We’re getting there. We’ve got the studs. We just need a
little more depth, and then we’ve just got to win the big one.”
It’s a challenge, with the emphasis in college recruiting much
more tilted now toward the South
and West—places where they talk
about the beach in January, not
wind chill factor.
“We’ve had to look under literally every nook and cranny on the
face of the planet to assemble this
team, because we get said no to
a significant number of times,”
Looze said. “Most of the time, it’s
weather.”
Indeed, imagine a warm-weather
recruit turning on the television
and hearing about Winter Storm
Nadia. “I hope they’re not watching The Weather Channel,” Looze
said.

But after that, man, this is really, really cold.”
Lanza is aware of Indiana’s aura from decades ago, but
Looze said those days don’t mean much to the average
18-year-old recruit.
“Zero,” he said. “I can’t use it. I tried a little of that when I first
got here, and I realized there are 50- and 60-year-old men
that means something to.”
He focuses more on the examples of King, Cody Miller or
Blake Pieroni, Hoosiers who medaled for the United States
in Rio.
But the iconic picture of Spitz wearing his seven gold
medals from 1972 means something to Looze. It was on the
wall when his parents introduced him to swimming. “That’s
the first image I have of walking into a pool.”

But the iconic
picture of Spitz
wearing his seven
gold medals from
1972 means
something to Looze.
It was on the wall
when his parents
introduced him to
swimming.

“I’ve tried to change, through
social media, our institutional
image. It’s still one of, ‘It’s cold here, it’s cornfields, it’s the
Rust Belt.’ But if you come to Bloomington and see Indiana,
it’s really not that. It’s a cool, hipster place.
“We try to fashion ourselves as the tip of the South, or the
Florida of the Big Ten.”
So the phrase “bomb cyclone” doesn’t appear in much IU
recruiting material. Innovative training techniques get more
attention.
Something must be working. The men’s roster includes 17
Indiana natives, but also swimmers from 14 other states
and six countries. That includes Brazil, home of Vini Lanza,
who just made Big Ten history being named Swimmer of
the Championships for the third consecutive year. He chose
Indiana for its close-knit atmosphere.
“I’m so far away from home, I needed a team I could
consider a family,” he said.
“I came in January and left Brazil where it was about 100
degrees. And then my first day here we had a snowstorm
and it was like zero degrees. I had never seen snow before.
I was happy; the snow was really awesome. The first week.

The Olympics became his dream, and
he nearly got there in 1992, as one
of the fastest 400 individual medley
swimmers in the world. Problem was,
he was third-fastest on the U.S. team,
and only two got to go to Barcelona.
Looze watched the Games on TV. Part
of them.
“I couldn’t watch my events. That was
a little too painful,” he said. “I think it
really gave me some great foundation as a coach to know how to fail,
because I’m really good at failing.
I’ve probably done more of it than
I’ve done anything else in life. But it’s
made me a lot more resilient. When
somebody does something that’s
really special, like Lilly winning the
gold medal or setting a world record,
the sense of joy and pure elation is off
the charts, because I know what could
happen.”

He rolled through college as a magna cum laude in business finance, so law school or commercial real estate was a
possibility. “But I felt a lot of dread in leaving the sport,” he
said. So he became a coach. Flash forward to 2016, when
he was named assistant for the U.S. team in Rio.
He’d see the Olympics, after all. When he was chosen, he
went into a room and cried.
His thriving Indiana program includes a freshman named
MacKenzie Looze. She swims the individual medley, just
like her father. One day a couple of years ago, Ray came
home and his daughter was waiting with a question:
“Daddy, are you not going to recruit me?”
What father could shake his head no?
So now MacKenzie, who was coached by her mother in
high school, is a Hoosier, and under the wing of Lilly King.
Meanwhile, Ray Looze goes to Austin hunting for a national
championship next week. Doc Counsilman would be proud,
even if Looze is an old Trojan.
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Someone asked me recently what a coach actually gets for their $88 annual membership fee. There are certainly a
few ways to answer that question. The first thing that comes to mind is professional certification. Then there are the
periodicals, the access to the in-depth on-line library, the new GoSwim offering, and the unique experience of the
World Clinic. My perspective is much different. I see the real value on a much more macro level, transcending coach
education and even certification.
The American Swimming Coaches Association is unique in its mission and reason-for-being. The association is without
question the most recognized and respected coach education platform in the world, as coaches from all disciplines
and regions look to ASCA for education and leadership in the sport. While the organization’s foundation is grounded in
coach education (creating a toolbox) and professional representation (ethics), the real value of ASCA is in the unseen.
It is in acting as a steward for the sport and for the profession.
In the broadest sense, ASCA looks to create a uniting vision and force, with the primary mission to be an independent
voice and leader in the sport. The real value is lies in the unmitigated passion and efforts of the leadership of the
organization to represent you as a coach, at every level, and to protect the environment in which we all work.
Every organization and even society should be forward thinking, with a decades-long view of its trajectory, and it is incumbent upon ASCA to maintain that protective perspective. While every nation has a vested interest in their pathway,
methodology, and in their performance, ASCA stands as the only truly independent body that can and will challenge
that which threatens the broader landscape.
While we as coaches construct a swimmer’s season or career, or even that of team, it is ASCA that looks beyond that.
From novice to elite, age-group to Olympian, summer-league to collegiate swimming, the American Swimming
Coaches Association, your association, looks to support and lead in any and every way it can. Although not overt, the
real value is belonging to an organization with an unmitigated pursuit of leadership in the sport.
Unless you have witnessed the real work and efforts of the Executive Director, the Board of Directors, and the
President of the World Swimming Coaches Association, it would be impossible to fully understand the true value of a
membership. In John Leonard, you have a generational figure that has committed his life to coach education, to sport
leadership, and to fight for the integrity of the sport. We don’t “pay” for this, but the value is beyond measure. John is
as connected and astute globally as anyone in the sport and yet is intimately dedicated to coaches from learn-to-swim
instructors to national team leaders.
In George Block you/we have the world’s leading advocate on anti-doping and one of the few individuals who
wakes up every day fully engaged in this battle. We do not pay for this either. The Board is comprised of Olympic
coaches, club titans, historians, elite college coaches, and to a person, members who are unduly committed to serve the
coaching community and the sport as a whole. There is no agenda or issue beyond doing the right thing for the sport
of swimming and working on your behalf. The board meets two times a year but communicates on virtually a daily
basis on all issues that arise.
While, in reality, many may feel that advocacy does not affect them, their athletes, their team, or their job, we are
connected in some way to this phenomenon. We are a part of the mosaic that makes up USA Swimming and American
Swimming. The sport is built in its “base” and in age-group programs throughout the country. It is nurtured in club
cultures and high school programs, in YMCA’s and in the summer-leagues. Every Olympian can trace their roots back
to one or all of these pathways of the sport, and to your programs.
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Advocacy does affect us all as these issues ultimately become imbedded in the sport in some capacity and in society
as well. Lack of integrity, doping, the threat to college swimming, athlete representation all filter or trickle down to our
real-life level in some way. In the end, we need to look at each other with a common mission, and as a part of the same
team, and ASCA can and should be that connection.
With regard to advocacy, we are at a threshold or tipping point where institutions around the world have been called
to action and account, athletes are standing up for their rights, and their right position in the broader competitive landscape. Anti-doping (or doping) is reaching a fever pitch of frustration and intolerance. Doping should not be a battle
of technology, ingenuity, or wit. It should be a condition of morality and intolerance.
The tide must turn back to integrity and to the reasons we all committed a great deal of our lives to this endeavor; for
its process and purity, for athletes, relationships, teams, growth, development, human potential, and on and on. And
ASCA will continue to represent you, the coach, and to challenge that which threatens the sport, the profession, and
our athletes.
For some, the membership fee may be worth a certification designation on a resume. For others it may be education
and honing a craft. But we are all the beneficiaries of the leadership role and independent voice of the organization.
This is the foundational benefit of the sport and our profession, for which there may be no way to value. A parent once
told me, “You (coaches) are the last line of defense for our children.” ASCA may be the last line of defense for the sport.
That should be worth a lot more than $88.
On behalf of the Board of Directors, I want to thank you all for your participation and support, and for the profound
impact you have on the lives of the children and athletes we serve.

Sincerely,
Don Heidary
ASCA Board Member.

PS: On the subject of “value added,” I want to welcome Paris Jacobs to the staff of ASCA as our Chief Operating Officer.
Paris is one of the most respected and knowledgeable individuals in the sport today. Her wide-ranging experience
includes unprecedented club and administrative success, sport leadership, the USA Swimming Foundation Board,
and countless contributions to the profession. Her business acumen is only equaled by her professionalism, passion,
and integrity. ASCA, the coaching profession, and sport are truly fortunate to have Paris Jacobs working on their/
our behalf.
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51st ASCA WORLD CLINIC 2019 • Dallas, Texas • Sept. 3 - 8, 2019

PROGRAM

TUESDAY 9/3/2019
CSCAA TRACK
Cal Dietz
1:00PM - 1:50PM
Steve Bultman
2:00PM - 2:50PM
Arthur Albiero
3:00PM - 3:50PM
				
Special Paid Schools
Greg Malszecki
8:00AM - 12:00PM
John Leonard
8:00AM - 12:00PM
Guy Edson
8:00AM - 12:00PM
Don Heidary
8:00AM - 5:00PM
Tom Ugast
8:00AM - 5:00PM
Karen King
8:00AM - 5:00PM
				

Tri-Phasic Weight Training- Intro/Interview
Topic TBA
Topic TBA
Listening Workshop
Becoming the Best Swim Meet Coach you can be
Writing Age Group Workouts by Objective
Level 4 Leadership School
Level 5 Administration School
SwimAmerica Program Directors and Site Supervisor
Training

Wednesday 9/4/2019
Sponsored by SwimAmerica
8:00AM - 6:00PM
				
CSCAA TRACK
Greg Meehan
8:00AM - 8:50AM
Jon Duncan
9:00AM - 9:50AM
James Winchester
10:00AM - 10:50AM
Carol Capitani
1:00PM - 1:50PM
CSCAA Coaches Forum
3:00PM - 3:50PM
				
BUSINESS OF SWIMMING TRACK
Tim Welsh 				
Mike Switalski 				
Krista Kezbers 				
Andrew Barranco, Queenie Nichols 				
Paris Jacobs
8:00AM - 1:00PM

Learn to Swim Conference all day

Presentation Literacy
A Different Model for Clubs
Health and Well-Being of Swimming Coaches
Adding Para-Athletes and Their Coaching
Club Revenue Sources- Funding Your Team

Special Paid Schools
Dr. Gary Hall Sr.
8:00AM - 5:00PM
Dale Porter
8:00AM - 5:00PM
				
Don Heidary
8:00AM - 12:00PM

Level 2 Stroke School
Level 3 The Planning and Execution of Training for
Swimmers of All Ages
Coaching for Character

ASCA Board of Directors Meeting
1:00PM - 5:00PM
Keynote Talk: Chuck Warner,
7:00PM - 8:00PM
Mark Schubert, Dennis Pursley,				
Jon Urbanchek

What We Will Need in The Olympic
Year

Exhibit Hall Welcome Party

Exhibit Hall Grand Opening

8:00PM - 10:00PM

THURSDAY 9/5/2019
Exhibit Hall Hours
9:00AM - 5:00PM
SwimAmerica
1:00PM - 5:00PM
				
MAJOR TALKS
Greg Meehan
8:00AM - 9:00AM
Ira Klein
9:15AM - 10:00AM
Visit The Exhibit Hall
10:00AM - 11:00AM
Carol Capitani
11:00AM - 12:00PM

13 | ASCA NEWSLETTER

Program Directors Conference, Problem Solving,
(SwimAmerica Program Directors Only)
Topic TBA
What I Have Learned From 40 World Clinics
Topic TBA

51st ASCA WORLD CLINIC 2019 • Dallas, Texas • Sept. 3 - 8, 2019

PROGRAM

Age-Group Track
Andy Korda
1:00PM - 1:50PM
Jackson Leonard
2:00PM - 2:50PM
				
Visit The Exhibit Hall
2:50PM - 3:30PM
Steve Haufler
3:30PM - 4:30PM
				
Jackson Leonard, Steve Haufler,
4:30PM - 5:00PM
Andy Korda
Senior Track
Greg Meehan
1:00PM - 1:50PM
Carol Capitani
2:00PM - 2:50PM
Visit The Exhibit Hall
2:50PM - 3:30PM
Ira Klein
3:30PM - 4:30PM
				
Ira Klein, Greg Meehan,
4:30PM - 5:00PM
Carol Capitani
				
Ways to Get Faster and Better
Dr. Genadijus Sokolovas
1:00PM - 1:50PM
John Leonard
2:00PM - 2:50PM
Visit The Exhibit Hall
2:50PM - 3:30PM
Don Swartz
3:30PM - 4:30PM
				
Annual Awards Banquet
6:00PM - 9:00PM

Traveling Underwater
Conflicts of 2018-2019- What I Learned (Mistakes with
parents, coaches, administrators, etc.)
Advanced Technique Progressions for the Age Group
Swimmer
Panel Discussion

Topic TBA
Topic TBA
Key Factors in Moving From Sectional to National Level
Performance
Panel Discussion

Use of the Rate of Adaptation to Optimize Training
What do Children Need to Become Capable Adults?
Psychology of Performance- Comfort Levels Versus 		
Growth

FRIDAY 9/6/2019
Exhibit Hall Hours
9:00AM - 5:00PM
				
MAJOR TALKS
Jack Bauerle, Chase Kalisz
8:00AM - 9:00AM
Multiple Speakers
9:15AM - 10:00AM
Visit The Exhibit Hall
10:00AM - 11:00AM
Eddie Reese
11:00AM - 12:00PM
				
Age Group Track
Andy Korda
1:00PM - 1:50PM
Michael Brooks
2:00PM - 2:50PM
Visit The Exhibit Hall
2:50PM - 3:00PM
Steve Haufler
3:30PM - 4:30PM
Senior Track
Jack Bauerle
Chuck Warner
Visit The Exhibit Hall
Michael Ashmore

1:00PM
2:00PM
2:50PM
3:30PM

- 1:50PM
- 2:50PM
- 3:30PM
- 4:30PM

Related Coaching Knowledge Track
Dr. Susan Kleiner
1:00PM - 1:50PM
Marisa Watts Cozort
2:00PM - 2:50PM
				
Visit The Exhibit Hall
2:50PM - 3:30PM
Michael Lawrence
3:30PM - 5:00PM
WSCA Meeting
Olympic Head Coaches
Reunion Dinner

2:00PM - 4:00PM
6:00PM - 9:00PM

Team Building
Coaches Forum
Coach Ed Reese Interactive With Jack Conger
or Will Licon
Topic TBA
Teaching Racing Skills to Young Swimming (Part 1 of 2)
Teaching the Catch in the Strokes
Team Building
Hall of Fame Coaches Panel
On Breaststroke
Nutrition (specific topic TBA)
Finding Swimspiration through film; movies to help your
swimmers through every part of the season
The Newbies Speak- New Ideas From Coaches
World Swimming Coaches Association Meeting
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51st ASCA WORLD CLINIC 2019 • Dallas, Texas • Sept. 3 - 8, 2019

PROGRAM

SATURDAY 9/7/2019
MAJOR TALKS
Teri McKeever
Teri McKeever, David Marsh,
Chuck Warner
Speaker TBA

8:00AM - 9:00AM
9:30AM - 10:30AM

What Makes a Great Coach?
Katherine Baker’s World Record Year

11:00AM - 12:00AM

The Councilman Lecture

Senior Track
Ron Heidary
1:00PM - 1:50PM
Abbie Fish
2:00PM - 2:50PM
				
Abbie Fish
4:00PM - 4:50PM

The Art of Team Travel for Club Coaches
Why Are We Seeing More Male Sprinters with a FLATTER
Freestyle?
Video Analysis and Breakdown of the Freestyle Stroke

Age Group Track
Jackson Leonard
1:00PM - 1:50PM
Stuart Smith
2:00PM - 2:50PM
Alex Carney
3:00PM - 3:50PM
Michael Brooks
4:00PM - 4:50PM
				

Topic TBA
Structure and Function of the Age Group Program
Coaching 10 and Unders
Feel for the Water- What it is, How to Develop it
(Part 2 of 2)

High School Track
Kevin Murphy
8:00AM - 8:50AM
				
Ron Blanc
9:00AM - 9:50AM
				
Eve Julian
10:00AM - 10:50AM
Kevin Murphy
1:00PM - 1:50PM
				
Eve Julian
2:00PM - 2:50PM
Ron Blanc
3:00PM - 3:50PM
				
Smart, Experienced People with Wisdom to Share
Glenn Mills 				
Wayne Goldsmith 				
				
Glenn Mills 				
Wayne Goldsmith 				

What You Really Need to Know… Create a Vision Where
You Are
Marketing Your Swim Team in Today’s Competitive 		
Sports Environment
Parent Engagement: Getting Parents to Work With You
What You Really Need to Know… Plan a Season With 		
What You Want to Accomplish
Team Captains: Selecting and Training Your Leaders
10 Lessons I learned (Not) to do. Growing Pains in the 		
First 5 Years as a Head Coach
16 months, 80 teams. What We learned That Can Help You.
Fair Swimming Coaching: Flexible, Adaptable, Individual
and Responsive Coaching.
Using Technology Affordable to All Coaches
Future Proofing Our Sport and Your Club

SUNDAY 9/8/2019
Special Paid Schools
Karen King
John Leonard
Guy Edson
Paris Jacobs
Jackson Leonard
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8:00AM
8:00AM
8:00AM
8:00AM
8:00AM

- 12:00PM
- 12:00PM
- 12:00PM
- 12:00PM
- 12:00PM

SwimAmerica Training for PD’s and Site Supervisors
Working Successfully With Swimming Parents
Certified Stroke Technician
The Best Club Program in the World- What it Takes
Advanced Backstroke

51st ASCA WORLD CLINIC 2019

REG
I S T RASCA
A T I O N World
F O R M Clinic
2019
Dallas, Texas • Sept. 3 - 8, 2019

Registration Form

September 3-8, 2019 • Dallas, TX
Registration Type

Jan-Feb 1

Feb 2- Mar 29

Mar 30- Jun 28

Jun 29- Aug 9

Aug 10- Aug 30

On-Site

Current ASCA Member

$200.00

$240.00

$300.00

$350.00

$375.00

$425.00

New/Renew Member

$290.00

$330.00

$390.00

$440.00

$465.00

$515.00

New Life Plus US Member

- $2,200 (includes ALL future World Clinic Registrations) -

New Life Plus International Member

- $2,750 (includes ALL future World Clinic Registrations) -

Current Life Plus Member

- FREE World Clinic Registration -

Additional Educational Opportunities at an Additional Cost:
Listening Workshop

Tues 9/3 (8AM-12PM)

Coach Greg Malszecki

$50.00

Becoming the Best Swim Meet Coach You Can Be

Tues 9/3 (8AM-12PM)

Coach John Leonard

$50.00

Writing Age Group Workouts by Objective

Tues 9/3 (8AM-12PM)

Coach Guy Edson

$50.00

Level 4 Leadership School

Tues 9/3 (8AM-5PM)

Coach Don Heidary

$80.00

Level 5 Administration School

Tues 9/3 (8AM-5PM)

Coach Tom Ugast

$80.00

SwimAmerica Program Directors and Site Supervisor Training

Tues 9/3 (1-5PM)

Contact Karen King to Register 1-800-356-2722
or kking@swimmingcoach.org

Level 2 Stroke School

Wed 9/4 (8AM-5PM)

Dr. Gary Hall Sr.

$80.00

Level 3 The Planning and Execution of Training for Swimmers of All Ages

Wed 9/4 (8AM-5PM)

Coach Dale Porter

$80.00

Coaching for Character

Wed 9/4 (8AM-12 Noon)

Coach Don Heidary

$50.00

Working Successfully With Swimming Parents

Sun 9/8 (8AM-12 Noon)

Coach John Leonard

$50.00

Certiﬁed Stroke Technician

Sun 9/8 (8AM-12 Noon)

Coach Guy Edson

$50.00

The Best Club Program in the World- What it Takes

Sun 9/8 (8AM-12 Noon)

Paris Jacobs

$50.00

Advanced Backstroke

Sun 9/8 (8AM-12 Noon)

Coach Jackson Leonard

$50.00

SwimAmerica Program Directors and Site Supervisor Training

Sun 9/8 (8AM-12 Noon)

Contact Karen King to Register 1-800-356-2722
or kking@swimmingcoach.org

$200.00

Translation (English to Spanish) during the World Clinic
World Clinic Yearbook 2019 Pre-Order Price (choose option):

q Binder version - $25.00
q CD version- $25.00
q International Binder - add $50.00 to order

q Binder and CD - $35.00

Name _________________________________________________________________________________________________________________________________
Phone_______________________________________ Email____________________________________________________________________________________
Mailing Address________________________________________________________________________________________________________________________
City____________________________________________State__________Zip Code_________________Country________________________________________
Amount Enclosed/Total: $________________Payment: Check (US Funds Only) or Credit Card (AMEX, Discover, Mastercard or Visa)
Card Number___________________________________________Exp. Date_____________Signature_________________________________________________

Mail form to: American Swimming Coaches Association, 5101 NW 21st Avenue, Suite 530, Fort Lauderdale, FL 33309
Register online at www.swimmingcoach.org │ Register by phone at 1-800-356-2722 or (954) 563-4930 │ Register by fax to (954) 563-9813
Hotel: Sheraton Downtown Dallas Hotel • 400 Olive Street • Dallas, TX 75201 • Phone: (214) 922-8000 • Rate: $139.00 single/double
Find more information about the 2019 ASCA World Clinic online at: www.swimmingcoach.org/worldclinic/
Cancellations: The ASCA cannot issue refunds or credits for any cancellations. We can defer the registration to a year later, under cases at our discretion.
Terms and Policies: The ASCA reserves the right to cancel, reschedule or substitute speakers for particular events, activities or sessions. The ASCA may record or photograph sessions for sale and distribution. By registering,
individuals agree that the ASCA may photograph and record audio/video, their attendance and involvement in the program. Individuals agree that the ASCA may use these images/recordings for promotional purposes. Only
the ASCA may electronically record any portion of the convention. Registrants agree to refrain from marketing products or services during the convention except as part of a booth in the Exhibit Hall. Registrants agree to turn
off cell phones/pagers or keep on vibrate during the convention. The ASCA does not endorse any speaker’s or exhibitor’s products or services.
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Launch Your Swim School with

swimamerica
Our Nation’s #1 Pre-Team Program

Call

800-356-2722
SwimAmerica

Our Nation’s #1 Pre-Team Program
• A Proven Program used by 600+ Coaches for Team Building
• A Comprehensive Proprietary Curriculum with Progressions
• A Structured Plan to Launch Your Swim School
• Real Water and Online Training System for Staff
• A Great Return on Investment for You and Your Club!

to Launch
Program in
49 days

SwimAmerica makes a difference
“I would be out of coaching, if it was not for the positive effect SwimAmerica has had on my
competitive program. More than once, over the past 30 years, the income derived from
SwimAmerica has saved my team.”
				
—Jim Peterfish
				
Head Coach WAC Columbus, Ohio

swimamerica.org
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How Plato
Foresaw
Facebook’s
Folly
by Bret Stephens/New York Times

Technology promises to make easy things that,
by their intrinsic nature, have to be hard.
In ancient Egypt there lived a wise king named
Thamus. One day he was visited by a clever god
called Theuth.
Theuth was an inventor of many useful things:
arithmetic and geometry; astronomy and dice.
But his greatest discovery, so he believed, “was
the use of letters.” And it was this invention
that Theuth was most eager to share with King
Thamus.
The art of writing, Theuth said, “will make the
Egyptians wiser and give them better memories;
it is a specific both for the memory and for the
wit.”
But Thamus rebuffed him. “O most ingenious
Theuth,” he said, “the parent or inventor of an
art is not always the best judge of the utility or
inutility of his own inventions to the users of
them.”
The king continued: “For this discovery of yours
will create forgetfulness in the learners’ souls, because they will not use their memories; they will
trust to the external written characters and not
remember themselves.”
Written words, Thamus concluded, “give your
disciples not truth, but only the semblance of
truth; they will be hearers of many things but
will have learned nothing; they will appear to be
omniscient and will generally know nothing; they
will be tiresome company, having the show of
wisdom without the reality.”
The tale I’m citing here comes from Plato’s
“Phaedrus”; the words, attributed to Socrates, are
about 2,400 years old. They are apposite again
this week thanks to a lengthy investigation by The

Times into Facebook’s cynical and self-serving
calculations as it tried to brazen its way through
a year of serial P.R. disasters: Russian dezinformatsiya, Cambridge Analytica, and a gargantuan
security breach.
Now we learn that the company also sought
to cover up the extent of Russian meddling on
its platform — while quietly seeding invidious
stories against its business rivals and critics like
George Soros. Facebook disputes some of the
claims made by The Times, but it’s fair to say the
company’s reputation currently stands somewhere between that of Philip Morris and Purdue
Pharma in the public toxicity department.
To which one can only say: About time.
The story of the wildly exaggerated promises and
damaging unintended consequences of technology isn’t exactly a new one. The real marvel is that
it constantly seems to surprise us. Why?
Part of the reason is that we tend to forget that
technology is only as good as the people who
use it. We want it to elevate us; we tend to
degrade it. In a better world, Twitter might have
been a digital billboard of ideas and conversation ennobling the public square. We’ve turned
it into the open cesspool of the American mind.
Facebook was supposed to serve as a platform
for enhanced human interaction, not a tool for
the lonely to burrow more deeply into their own
isolation.
It’s also true that Facebook and other Silicon Valley giants have sold themselves not so much as
profit-seeking companies but as ideal-pursuing
movements. Facebook’s mission is “to make the
world more open and connected.” Tesla’s goal is
“to accelerate the world’s transition to sustainable
energy.” Google’s mantra was “Don’t Be Evil,” at least
until it quietly dropped the slogan earlier this year.

But the deeper reason that technology so often
disappoints and betrays us is that it promises to
make easy things that, by their intrinsic nature,
have to be hard.
Tweeting and trolling are easy. Mastering the arts
of conversation and measured debate is hard.
Texting is easy. Writing a proper letter is hard.
Looking stuff up on Google is easy. Knowing
what to search for in the first place is hard. Having a thousand friends on Facebook is easy. Maintaining six or seven close adult friendships over
the space of many years is hard. Swiping right on
Tinder is easy. Finding love — and staying in it —
is hard.
That’s what Socrates (or Thamus) means when he
deprecates the written word: It gives us an out. It
creates the illusion that we can remain informed,
and connected, even as we are spared the
burdens of attentiveness, presence of mind and
memory. That may seem quaint today. But how
many of our personal, professional or national
problems might be solved if we desisted from
depending on shortcuts?
To read The Times’s account of how Facebook
dealt with its problems is to be struck by how
desperately Mark Zuckerberg and Sheryl Sandberg sought to massage and finesse — with
consultants, lobbyists and technological patches
— what amounted to a daunting if simple crisis of trust. As with love and grammar, acquiring and maintaining trust is hard. There are no
workarounds.
Start over, Facebook. Do the basics. Stop pretending
that you’re about transforming the state of the
world. Work harder to operate ethically, openly
and responsibly. Accept that the work will take
time. Log off Facebook for a weekend. Read an
ancient book instead.
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short thoughts
“If you take a 12/13 year old and you do something very aerobic for two years, you’ll get a lot more out of that than
when they are 20/21. That’s just human beings and the windows where we can develop certain capacities. So if
you don’t do that, you’ve missed it. I feel like we are training much to specifically with our younger swimmers. They
need the aerobic work because that is what sets them up for real, real big improvement later on in life. You skip
that, you limit their capacity to reach where they might have gotten to, if they had done the Aerobic work.”
Olympic Head Coach And Hall of Fame Coach Eddie Reese
2009 ASCA World Clinic “the meaning of Excellence”
“Tapering to a Peak is dependent on many things, but chief among them are:
1-age of swimmer.
2-Distances to be swum during the target competition.
3-Number of events to be swum during the competition.
4-Training level at the start of the taper.
5-Kind of events to be swum.
It is imperative that the coach take a cold-eyed look at each athletes season training before the taper starts, in
order to optimize the taper. You can’t “wishful think……I wish he’d done this amount of work”.
What amount of work was actually done and what was it’s quality? “
Olympic Head Coach Peter Daland
1977 ASCA World Clinic – “on tapering”
“In looking back over the past Olympic Games from 1956, the men who have won the 100 in every stroke, spent
most of their time training for and competing in the 200’s and the 400 free, then come down at the Olympic Games
to the 100. The guy who can get home that last 15 meters is the one who is going to win the Gold Medal. The
pure sprinter knows that “those guys” are going to be coming in the last 15 meters and his thinking about that is a
powerful force.”
Coach George Haines at the 1975 ASCA World Clinic.
Editors Note: George’s observation has largely held true since that time. The Olympic Games tends to be a special
beast. And the best trainers, generally are rewarded.
“The Coach” (John Wooden) on the women’s team and their desire to overcome the East Germans and their perceived beat down at the hands of that drug-fueled team:
“John Wooden, the Great UCLA basketball coach, used to say: “I never scout other teams, I never worry about
what the other teams do. I don’t worry about what other players or coaches say. I care only about what my athletes
do and say.”
“I believe we take too many “fun trips” with our athletes. These are not “trips”. These are competitions to prepare
our athletes to meet the great challenges they will face at the Olympic Games. They are not rewards, they are
opportunities to prepare for the top.”
George Haines at the 1976 ASCA World Clinic
(which was post Olympics)
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Coach Bill Sweetenham
Australia

Thought for the WEEK
A performance in the Olympic Arena is about an athlete delivering a well rehearsed, normal performance in an extraordinary environment at an exceptional but well known point in time, to achieve an
optimal result.”
Repeatable excellence in preparation and performance is an essential element that is required where
very “I is doted, and T is crossed” if the goal of perfect performance at the Olympics is going to become
a reality.”
“Whilst there is no Right or Wrong way, the answer for each of us must be an UNCOMPROMISING
conviction and belief in doing it our own way.”
“Competing and living as a team in domestic competitions is essential in preparing the athlete for the
Olympic environment.”
“Replace everything you say and do from “I”, “me” and “my” to “we”, “us” and “our”. It must be a
“WE”, not “ME” preparation.”
“we are with our athletes approximately 15% of their life in the weeks and years that they are with us.
The other 85% must also be executed professionally if the highest goals are to be realized.”
“What is your Winning Point of Differentiation? In coaching, in competition, as an athlete AND as a
coach.”
“with your staff, build a “superior Team” with role clarity so every member is doing what they are best
at, and are capable of operating at the highest levels of competition you will reach.”
“at the Olympic Podium level, systems don’t work! People Do! Coach the person, train the athlete and
develop skills.”

ASCA NEWSLETTER | 22

Being a Professional Swim Coach
Kathleen Klein-Prindle & Mark Schubert
George Block: I just want to complement and commend everybody who’s
here this morning; we can keep it intimate. Right now, in the United States,
our clubs are not limited by knowledge of stroke mechanics, knowledge
of training, or knowledge of resting. Our limitations are self-imposed
from our business models. For our clubs, for the assistant coaches to have
full-time positions business models at every level, from club to high schools
need to change. Everything that is going to available to you today in this
track is going to be mind-bending. It can be life changing, professionally
and economically.

He’s been the coach of two World Championship teams and he’s gotten 38
swimmers on the U.S. Olympic team over the course of his career and he is
not done yet. He will obviously go in multiple Halls of Fame, but what he
really wanted me to talk about today is the fact that his career has taken him
across the board, but what he really loves is the high school athlete. Now
that he’s back home, at Mission Viejo, and he gets to work with them again.

I encourage you to stay with this track all day. Stop the presenters after, ask
them questions; take ASCA level five. If you haven’t done two, three, and
four, do not worry about it. You do not have to take the courses in order.
Take the level five course. You learn how to turn your club into a super club.
That’ll be the next step after this.

Mark Schubert: 16 seasons as the varsity high school coach. You know, she
said something about high school swimming, I am pretty passionate about
high school swimming. I know a lot of club coaches are not, but I started
swimming in a high school team when I was a freshman. My high school
coach had the biggest impact on my life in me wanting to be a coach.
My brother to be an attorney, and my sister wanted to be a concert musician. He wanted me to be an attorney, too, and I said go to hell.

I commend you for being here; this is going to be a great lineup. This
first option this morning is called the Peter Daland Memorial Lecture
because Coach Daland has lectured all of us for decades on the need for
professionalism in our sport. From dressing like professionals, speaking like
professionals, acting like professionals to preparing like professionals.
There is nobody better to deliver the Memorial Lecture than Mark
Schubert. He is the leading club coach of our generation who has won
more national championships than any other coach at every level and every team he’s been a part of, he has left a trail of national champions and
Olympic gold medalists. Next to him is one of the great minds of the next
generation, Kathleen Klein Prindle. She has worked for years with great
coaches through the ASCA Fellows Project.
Here they are.
Kathleen Klein Prindle: Well, he started as a high school coach in Akron,
Ohio. That was his first love. He started his coaching trajectory wanting to
be a high school coach and we can skip down to the bottom of this slide.
Here he is once again a high school coach, so things are coming full circle
for Coach Schubert.
The team was only five years old when Coach Schubert took over. And
anyone who has been there knows, five years is a big commitment to a
new team. Then he slightly changed directions. He came to my neck of the
woods. He came to Mission Bay in Boca Raton in Southeast Florida, developed the aquatic center there, built the Mission Bay area into a swimming
powerhouse and spent quite a bit of time there. Then, he moved onto
college and he was at University of Texas and had two NCAA championships
and more. Then he went to U.S.C. and I put that last because he was very
adamant that you all know that he is a Trojan for life. Very important. There
he had an NCAA championship and five Olympic champions.
Then he moved onto Golden West College four state championship teams
and then went back again to Mission Viejo. He did not say this, but I want to
make sure everybody knows. I went on your website and looked at your bio.
He has coached at seven Olympic Games, as either the head U.S. Olympic
Coach or the assistant U.S. Olympic Coach. He has coached at two World
Championships.
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Kathleen Klein Prindle: Okay. Tell us about high school coaching and your
start.

[LAUGHS]
He said when I moved to California to pass the bar exam, it would be
worth it. ‘Dry side, ’this is where, Kathleen, I think, really shined. She was a
Fellows 2010 class member, level five, on the board of directors, and a great
contributor on the board of directors. LSC board of directors- and if you
have ever been to South Florida- the South Florida LSC meetings should sell
tickets because they are so contentious and so fun to watch. I have been
there.
Kathleen Klein Prindle: Diversity and inclusion.
Male Speaker 1: Diversity and inclusion. [LAUGHS] U.S. Swimming Executive
Committee, Senior Development, Florida High School Swimming Athletic
Association advisory board member.
Kathleen Klein Prindle: That’s Florida State High School Coaches.
Mark Schubert: Yeah, I almost got that one. Advisory board, and this is a cool
one, Pennsylvania Sports Hall of Fame inductee in 2015 and 2018. I asked
her what is that for, swimming or coaching? She said coaching.
Kathleen Klein Prindle: Definitely not swimming.
Mark Schubert: Yeah, so you know, I think there’s one thing up here that
we’re going to point out about professionalism and that is participation. I
had a great coach, who went on to become an Olympic Head Coach, who
told me very early in my career, ‘I do not want to go to these meetings, you
tell me when the meet is we’ll show up.’ But, then he learned to develop
respect in our profession, he needed to participate. We needed his input.
You have no right to complain if you do not participate. That’s my feeling
and I obviously pretty darn good. Are you the first 10 minutes or me? Me?
Okay.
Kathleen Klein Prindle: Oh.
Mark Schubert: I am going to give a little spiel and I am a little more

comfortable doing it up here. A lesson I learned early, within the first year of
my coaching career, when I was hired at Mission Viejo by an executive of the
Mission Viejo Corporation said, “Mark, you have to impress business people,
doctors, lawyer, and the parents if you want this job. The only complaints I
get are not from the kids, they are from the parents. They have to relate to
you as a professional.”

Usually, when somebody does something wrong, I will ask them to get out
of the pool, I’ll turn my back to the pool so the rest of the team doesn’t see
me. If I have to have a prayer meeting with them on the deck I will. You have
things that start to stress you, you need to look at them as a challenge. It
is not stress, it is a challenge. Get your staff involved. Solve the problem. If
you fester about it, that is such a negative word. It is a challenge, meet the
challenge. Figure it out.

“Do not wear cutoff shorts, do not wear jeans, do not have facial hair.
Have your haircut, wear a coaching shirt on the pool deck when you are in
coaching practice and when you go to parents’ meetings, look like a
pro. You do not have to wear a tie, but do not wear a tattered shirt and
tennis shoes.” In other words, if you do not want them to look at you like a
lifeguard, do not look like a lifeguard. That was advice that I took seriously
and I have continued it and if you look at my staff, I am very proud of them.
None of them have facial hair. Oh, I am sorry, they are all female.

I coached at U.S.C. at the same time Pete Carroll coached. I learned a lot
from him. We became good friends. One of the things he taught me about
challenges, he called it creative nonchalance. In other words, if he didn’t
know the answer, he had total confidence that he would find it out, that he
would solve the problem. So, if he didn’t know, he didn’t stress about it. He
would just say to his staff, ‘I do not know, but we’ll figure it out.’ I have lived
by that. It has helped me a lot. There’s no stress unless you make it.

[LAUGHS]

Kathleen Klein Prindle: I am not going to argue.

I think that you have to act professional with both the coaches on your staff,
the swimmers in your group, and the parents. It is things like if a parent asks
to talk to you, whether it be with their swimmer or without, give them the
time of day. Bring them in the office after practice. Give them whatever time
they need. If they know you are approachable, you are sensible, and you are
sensitive, they will respect you.

Mark Schubert: Sorry, that’s my opinion. Do not stress.

Not to say that I always agree with your opinion, but if I do not agree with
their opinion, I better have a good reason why I do not. Make them feel
important, make them feel special. Run a tight ship. If you want respect,
run a tight ship. Doesn’t mean that you can’t be fun and she said we’re the
serious ones. We are the serious ones, but doesn’t mean we are not fun.
Swimming has to be fun. In my club program, the biggest fun is the
interaction that they have between themselves. I learned something
from Coach Jochums years ago, that you need to have a little time at the
beginning of practice where they can socialize. I had a practice yesterday
and there was a college kid that showed up. We had a team meeting for
an hour because it was the first practice of the year. I said, “You know, you
can do the workout now. I’ll give it to you if you do not want to stay for the
meeting.” He goes, “Coach, the reason I came here was to see my
teammates.”
‘I will sit through the meeting and I will do the workout, but I want to do
it with them.’ Awesome. Run a tight ship; be on time, them and you. Be
consistent whether it is being tough or being understanding or just being
downright sensible with them so they will know what to expect. I have to
admit, with my team, I walk in they know what kind of mood I am in because
I always wear a baseball cap. If my baseball cap’s tipped back a little bit, it is
a good day. If my baseball cap is down, ‘keep your mouth shut, your nose to
the grindstone and get to work’ and they know that. I do not know why I do
that, it is just subconscious.
Another thing is always remember, they are the boss because they pay
your salary. I tell them that, ‘You are the boss, but you better not waste your
parents’ money.’ This is the only corporation where the employee tells the
boss what to do because it is my job to make you faster. And if I have to
listen to you tell me how to make you faster, it doesn’t work. You have to
have faith in me and this is the only business where the employee gets
to yell at the boss, isn’t it wonderful? Healthy fear. I think that comes from
respect, but I also think it comes from toeing the line.

Kathleen Klein Prindle: I am not going to argue with Coach Schubert.
[LAUGHS]
This is a big one though. Ethics. There’s no right way to do the wrong thing
and this has come up a lot recently in our profession. Part of, in my opinion,
being a professional is knowing right from wrong. Sometimes we need a
little help understanding what boundaries are and how to follow those and
that’s true. But, if every decision you make is driven by ‘is this the right thing
to do or the wrong thing to do;’ we have all made decisions that we were
like, ‘Ooh, maybe we shouldn’t have done that.’ It comes down to ethics. It
comes down to your why and who you are and who you want to be known
as and what mark you want to leave in the world.
Every single decision from, ‘What set are we doing today?’ to ‘What time
are we starting practice?’ to ‘How am I going to respond to this e-mail?’ to
‘should I do a side hug or a front hug?’ These are all decisions that we need
to make and we need to be thoughtful about every single decision. Again,
the why of those decisions really comes down to ethics. We do not have to
go through that slide. Communication, you wanted to talk about this.
Mark Schubert: This is probably like personality, like promoting confidence;
one of the most important things.
Kathleen Klein Prindle: In the military, and I have no military background,
I do not know why I have two references to the military in this. But,
‘commander’s intent’ is a thing and that is if you prepare your people well
and you communicate the goal, then you allow them to execute it. That is
how the military runs their operations. The commander will communicate
the intent and with the assumption that you have done all the training with
your people, you have prepared them well, you are clear about the goal,
and I think we can all do that with our staffs.
I know for me, especially in the beginning, I was very controlling. I wrote
every workout, every training plan, every everything. And then, I realized
that if I have done my job well enough and trained my staff well enough,
then they are going to do the job to the level that I expect. That is just a
picture of them doing it and me happy because they are doing it.

ASCA NEWSLETTER | 24

Mark Schubert: No stress.

tree works better than I can. I just know I am part of his tree and I am excited.

Kathleen Klein Prindle: Well, there may have been a little stress leading
up to that -

Mark Schubert: A lot of my mentors, if you look at their careers, like Doc
Counsilman and how many coaches gleaned knowledge from him and
went on to become very good coaches. That has always been something
I take pride in. I like to help young coaches succeed and go on. I think you
have to be a little careful about keeping them too long. You got to help
them to go on. It is important. I have a lot of respect for assistant coaches,
but not much knowledge because I never was one, ever. Do not need to be
an assistant coach to be a very fine head coach.

[LAUGHS]
But, again, communication.
Mark Schubert: I think one thing about communication and I had my first
team meeting yesterday with my team. I told them, ‘You need to trust me.
Do not ever question me during practice, but you can always come in my
office and question me as much as you want. Because number one, I will
listen to you. You may be right, I might change. But, if I have a reason for
doing something, I better be able to sell it to you. So, I really encourage
them to have that away from the training pool; good communication with
your athlete.
Kathleen Klein Prindle: Okay, this is a question obviously for Mark; what
about mentors? That’s a word we throw around a lot. Sometimes with all
the information that is available online, sometimes we overlook it. I know
I did it for a long time because I am very shy by nature and it is so easy
to say, “Oh, go introduce yourself to somebody.” But, it is not always so
easy to execute. I do feel that having mentors has made a tremendous
difference in my ability to do my job well. I wanted you to talk, because you are
absolutely a mentor for many.
Mark Schubert: Well, I think that it was important for me to have mentors
and people where I could go to their practice, ask questions, see them at a
swim meet, ask questions, and observe them at swimming meets- one of
the most important things. I have people that I am friendly with, not that
you have to be friendly with me, but it helps when they sneak up on me and
listen to me talk to an athlete. That is important.
That is way more important than swimming up and down and following
the black line; how you talk to them. That is the psychology, that is the
confidence. That’s the correction, and if you were to ask me what do I do
best, that’s what I do best. That’s the one thing I am confident in that I do
best. It is important that you do it well or the best of your list.
Kathleen Klein Prindle: Coach Schubert, about a year ago introduced me to
something I had not heard of before and that’s why this slide is here and it
is called the coaching tree. Does anybody know what that is? All right. So
I am probably going to ask him to explain it because he can explain it better.
But, basically, our sport is relatively young in the way that we experience
it today. We are all very much more connected than we think that we are
and the longer that you spend on deck and in the sport, you start to make
connections that you didn’t even know were there.
In 2008, I was fortunate to be part of a staff to watch Dara Torres make her
fifth Olympic team and at the time she was the oldest athlete to do so. I was
just, you know, big eyes and keeping my mouth shut and following along
and learning as I went. I was actually tasked with helping her put her tech
suit on every time.
Kathleen Klein Prindle: I come to find out that my head coach, who I referred
to before, was Coach Schubert’s assistant 20 years before and that Coach
Schubert was Dara’s high school coach when she was in her high school
years and took her to her first Olympic successes. Here I am, sitting on a
stage with him and it is pretty crazy. You could probably explain how that
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Kathleen Klein Prindle: Let’s take hands. Anyone have any questions?
Mark Schubert: Yeah, let’s take questions.
Kathleen Klein Prindle: Graham.
Male Speaker 4: So, on the career path, do you think that there should be
something developed like the Athlete Development Model for athletes but
an ADM for coaches so that at least young coaches know that you are on
the right track?
Kathleen Klein Prindle: That is mostly for age group. If you have not seen
it, it is available on the USA swimming website and it is an excellent tool
for coaches and for teams. I think that’s a great question because that’s
under construction. We are calling it an ABCs for Coaches and we are not
sure where that is going to live yet. But, we are developing something
because it is very hard to know what the next step is and what the right
step. There is no right and wrong way, but there are some ABCs that you can
do for yourself as a checklist. I think it is a good idea. I also do not think it is
a Bible, but it is in development.
Kathleen Klein Prindle: Questions?
Male Speaker 5: How often do you hold staff meetings?
Mark Schubert: Last year, we had total staff meetings about every other
week as we have a lot of part-time coaches. Sometimes we just have
full-time staff meetings and then the Age Group coaches meet down the
opposite week. So, the whole staff one week, the Age Group coaches the
opposite week. Now, this summer, we tried to have more meetings because
there was just more going on with meets and changes of schedule and
things of that nature. I like a once a week Tuesday, 10:00 o’clock; that’s what
I like.
Kathleen Klein Prindle: I think it becomes more critical when you are trying
to change a culture and I do believe that the cultures must be set by the
Head Coach. If you are a Head Coach, it is incumbent upon you to set the
culture. If you are an assistant coach, it is incumbent upon you to make sure
that you respect that culture. If it is not a great fit with your personality, it
doesn’t matter because your role is to continue to cultivate that culture. If
you really hate the culture, then you can go somewhere else or start a team
and create your own culture. But I think it is been my experience that when
things are going well and the culture is great, there is less need for meetings. I have a small team by design.
If something little is wrong, it can really affect the culture and I end up
throwing athletes out of our program probably more frequently than
other teams do because I can’t afford that. I can’t afford to have the culture
affected. One swimmer and there’s only 50 people on the team. That’s a big

impact. I think it just depends on how your culture is doing in that moment.
Mark Schubert: I have a philosophy with assistants. I think it is my job to set
the overall culture. I have been very fortunate in that. I kind of started the
culture. Coach Rose did a great job of continuing and expanding on that
culture and obviously adding his own flavor. It is still my job to promote the
culture, but I hire assistant coaches that I do not have to micromanage. I do
not have time to do it. If I have to micromanage too much, it is time to make
a change. I want people to know what they are doing. They come and watch
me, they know what I am doing, but that I can trust to run the program and
to run their program.
Kathleen Klein Prindle: Questions over here.
Female Speaker 2: Could you elaborate a little on how your tapers have
changed and how you respond to swimmers who say they need something
specific?
Kathleen Klein Prindle: It is a good question.
Mark Schubert: It seems like a lot of people have shorter tapers. I think they
need a longer taper. I think it is mostly psychological, I do not think they
understand how their body feels different on a longer taper. But, I am going
to give them the taper that they think is best because I want them to swim
fast and if they think it is wrong, it is wrong.
But I do try to educate them that a longer taper will work better. If they swim
poorly on a short taper, I’ll just say, ‘Hey, we need to taper a little bit more.
You are not rested.’

Male Speaker 6: Yeah, you were talking about culture and like if you make a
change in adding swimmers or anything like that, what do you do with the
kid or kids that aren’t buying what you are selling?
Kathleen Klein Prindle: The first thing I do is try to sell it harder. If you are
teaching a skill, for example, you need to have six different ways to language that skill before you can blame your athlete for not getting it. If they
can’t blow bubbles and you have six different ways to teach them that and
they are still not getting it, at that point it might be the athlete. But, you
must try all those times. I apply that to culture expectations, as well.
First, I look at what I do better. I was also told by a wise coach in my neighborhood that at any given time 20% of your membership are looking
around. They are looking. ‘What’s better? Grass is greener over there. Look
at that! Ooh, they have a really good 14 and under. I should go there.’ So if
they are not buying the culture that you are presenting, they are probably
part of that 20% and they are going to leave anyway at some point. We are
very proud of the retention on our team. You should always look at your
retention percentage to really spot if there’s a problem, but I wouldn’t worry
so much about them.
Sometimes they are your faster ones. And who cares? Because at the end
of the day, you want to come to the deck every day and have a positive
environment and help your athletes do well. So, it might hurt the relay to
have that person leave, but does it really matter in the grand scheme of
your team?
Mark Schubert: Okay, thank you all for coming!
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Creating Consistent Culture and
Skill Language for a Team
Denise Carlson
Kathleen Prindle: Hello again, everyone. Hi, I am Kathleen Prindle, part of
the ASCA Board of Directors. I am very pleased to announced, Mrs. Denise
Carlson. She did not get an introduction in her previous talk. So, I am going
to make sure that she’s properly introduced today.
Denise is currently a lead age group coach with the Foxjet Swim Team in
Minnesota. Coach Carlson began her career in 1987, after graduating
from the University of Minnesota, and has coached for several local clubs.
She’s an ASCA Level 4 Age Group Certified, and has worked with all levels
from novice to masters throughout her career. In the 30 years she’s been
coaching, Denise’s swimmers have achieved over 40 national top-10 times,
and set over 30 Minnesota state records. Many of her swimmers have gone
on to swim in college, as well as achieve national and Olympic trial qualifying times. Carlson’s goal is to see athletes gain confidence and important
life skills through their involvement in the sport of swimming, and use those
skills as they pursue their chosen life paths.
She has served as zone team coach six times and has also been active in
Minnesota swimming governance, serving as the President of the Minnesota
Swimming Coaches Association, plus terms with Minnesota Swimming as
a coach rep and disability chair. She was the 2011 Minnesota Age Group
Coach of the Year, and chosen as a USA Swimming zone select camp coach
in 2017. That’s just a little bit about Denise. And please welcome, Denise
Carlson.
[APPLAUSE]
Denise Carlson: Thank you.
Denise Carlson: Again, I am going to say thank you to ASCA, to John Leonard, and to Guy for choosing me to speak this weekend. And this has been a
lot of fun. The last talk that I gave is the first presentation that I’ve really ever
done in my life, so it was a lot of fun. It was a very good process putting it together. If you are ever able to do any kind of presentation anywhere I would
really encourage you to go through the process. I spent a lot of time having
to think, having to put a PowerPoint together. I’ve never done a PowerPoint
before, but luckily my husband is an IT professional, so he helped me out a
lot and then just kind of giggled at how poor I was at everything.
[LAUGHS]
I’ll tell you a little bit more about me. If you were in the other talk you kind
of heard my life story of how I got to this place as a coach. I have coached
for over 30 years in Minnesota. I grew up in Nashville, Tennessee, and made
my way to Minnesota in college, married a Minnesotan, so then I was stuck
there because people from Minnesota don’t really leave and stay gone; they
like to stay in Minnesota. I have raised four kids with my husband in Minnesota. My oldest is 30, and then I have a 28-year-old who is married and
has our adorable grandson that you saw on the last presentation because a
cable got bumped so then we got to see a picture of him. Then I have a son
who just finished law school and is having our second grandchild. And my
daughter is having our third grandchild. Then, I have one that is still finishing up college down in North Carolina.
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My oldest swam all the way through college at the University of North
Dakota. And the second one was a social swimmer, but ended up making it
through her freshman year of college. Then I had one that was a vocal performance major in college that was into the arts, and on that was a soccer
player. We got to a point where my husband said, “I have got to have one
that doesn’t swim, one that plays soccer.” Anyway, that’s a little bit about me.
I have coached on several clubs in Minnesota. I spent a little over 10 years
at Edina Swim Club as the Head Age Group Coach and Co-Head Coach. I’ve
been a Program Director and Head Age Group Coach at another club. My
kids started on a different club, and I grew up on a different club. So when
I was compiling this I wasn’t quite sure how I wanted to put together this
topic. And how I started it was I just wrote a list of everything that I had
seen at any of the clubs that I had either swam on, or coached on, or my
kids were on that was noteworthy of their cultures and why I thought that
worked. Communication is something that’s very important to me. It was
when I was working on a club down at the U, is right when email groups
and websites came about. Before, what, the early 2000’s teams really didn’t
even have websites.
I started in, probably 2001, doing a lot of communication for the team. I
really began to develop communications as part of what my job was on
each of the clubs that I was on. And so how I put this together was that I
kind of came up with what I felt like were the seven tips that were the most
important to me in developing a positive culture, and what the communications ramifications and implications of those seven tips. How you could use
communication in your club to bring about and maintain culture. I believe
communication is really important. Not only interpersonal communication,
but to the larger club. And I got a lot of quotes. I am a big quote person,
words are important.
The first thing that I felt like was really important is to establish a mission.
We talked about this in the last one, as a personal coach to understand they
whys of coaching and the whys of swimming. I think that’s the number one
thing that you need to do as a club is to understand why you exist. What is
your mission? What are you about? What makes you different from other
clubs? And what is the end goal? It needs to be done through leadership
consensus. If you can get everyone on the bus and having the same belief
about what you are about, you have a better shot of making it successful.
So, who are we? What’s the identity that your club has? What do we stand
for? I love that on the club that I am now we have four core values. Those
four core values; family, integrity, attitude, and ambition, that is what we
stand for and we talk about that all the time with the kids.
I have a team meeting at the end of every practice, and we talk about the
core values. We talk about them in the staff meetings. They’re up on the wall
in our offices. What do you stand for, why do we exist? Beyond the swimming, we all know that we’re swimming teams and we exist for people to
do competitive swimming, but what does that mean? What’s unique about
our team? I think it’s really important to create a culture code, similar to an
honor code. I know my son had to sign an honor code when he went to
school. The kids that go to Davidson, they take that honor code seriously.
Having a culture code, what are the words that define your club. If you were

going to say, I coach for the Foxjet Swim Team and you were going to describe
that club, what are the words that you would use in describing that to other
coaches, to people that are coming to your team and holding people accountable?
I think it’s really important; on every team that I’ve been on there has been
either a saying or a mantra that kind of encapsulated who we are. One
time it was Fun, Friends, and Fast Swimming. And we wanted everyone to
know that those three things all went together, so it was very purposeful
that we put those together. On one, it was everybody counts and everybody is counted on. Everyone had value, and we expected everyone to also
contribute. I think it’s important for people to be able to see those things,
whether it’s a website, whether it’s apparel, whether it’s on the doorway into
the pool. One of the high schools in Minnesota, the girls, before the season,
take some time and they have just the huge butcher-bought paper, and
they have probably 20 or 30 sayings that are up on the wall the entire high
school season that those girls look at every time that they come in.
Having those things not just be trite, but having those actually be meaningful,
and talking about what they mean and why you have what you have. I went
to several websites around the country. Some that I am familiar with, to see
what they had so that you could see there’s a little bit of a variety in what
they are about. Every club doesn’t have to be about the same thing. I would
never say, “Well, you can’t use that or you have to be about this.” I thought
it was very interesting that these clubs vary in what their sayings were. I am
not going to tell you what clubs they were. This was one; ‘Continuing a tradition of excellence.’ It’s very clear that they are using the front of their website
to say this is what we were about. We are about a tradition of excellence.
This one; ‘Power of the team.’ Some of us know this one, that what they are
saying is we are about team and that it’s everyone together. One said; ‘Character first.’ You can kind of see that each of these teams has used targeted
words. I loved this one; ‘Set your sights on gold.’ Very, very, very targeted
and specific as to what the team is about. And because I know which team
this is I think they meant that for individuals and they meant that as their
club being a gold medal club. They’ve started it outright, they’ve used communication to take what their vision is and make it real, and hold each other
accountable for it by having it as the banner on their website. Another one;
‘Every swimmer every day.’
Back to the culture code, I think it’s very important to have it written and
have people know it. I think this is important, not only for coaches, but for
parents and for swimmers. It’s a fun process as a team to sit down and go,
‘What are we about?’ It takes some time to say, ‘We’re going to come up with
four core values that are the most important to our team,’ and to take the
time to sift out exactly what you want to say about who you are as a team,
to communicate the vision. All right, the second tip I have, after you have
created that vision and mission, is to create a clear map. It can’t all be ‘pie in
the sky;’ it’s got to be actually hardwired. Where are we going, what are the
goals and objectives? So not just saying, ‘go for the gold.’ What does go for
the gold mean? That can be things like, ‘We want to become a gold medal
club; we want to move up in the virtual club, we want everyone to have
an IMX score.’ Whatever that is, we want these many swimmers to make
Olympic trial qualifying times.
I think it’s crucial that you as a club know what the map is. What is the
destination? What do we look like? One of my favorite things for the
weekend, because they’re in here, is that the Mission Viejo coaches have all
had their blue and yellow on, and I am going to guess that was purposeful,
right? What do you look like as a team? Very clear that you could identify

them as a team and that is a form of communication, those things. What
is the responsibility of each person? If we want everyone to count, including
swimmers, coaches, and parents what does that look like? What are the
roles that are available for parents? Do you have that written? Do people
know what their volunteer responsibilities are? What are the standards of
behavior that you expect from coaches, from swimmers, and for parents?
The world responsibility, maybe that’s not the best word; I could’ve chosen
a different word. What are the contributions? What’s the potential for contributions for everyone? And to do that you got to get everybody involved,
foster collaboration. Tap unique potential. My father was an artist and some
of you know, I was talking about having grown up on Nashville Aquatic
Club, in Nashville. When the clubs joined, they had to come up with a new
logo. And my dad designed the lettering in the NAC logo. One of the things
that he did to contribute to the team was that the first pool that we built for
Nashville Aquatic Club, he came and painted the entire back wall with the
new Nashville Aquatic Club logo. Finding people on your team that have
unique qualities and asking them to get onboard and contribute.
We were at the Canada talk and they went looking for data people to
volunteer. It was outside of a club or an organization, and they got all kinds
of people. That you may not know what all the parents and the swimmers
can do on your team, but trying to find unique potential that people have
so that you can get more people onboard.
All right, how to use communication to do that. I think this not only includes
websites, this includes things like handbooks for coaches, parents, and
swimmers, having job responsibilities actually written out so that people
know what their duties are, having volunteer responsibilities written out so
that people know if they’re volunteering. Having parent code of conduct
written out so people know what’s appropriate and what’s not appropriate.
The communication is so important in this because I think sometimes we
just assume that everybody knows what they’re supposed to be doing.
Then when they don’t do it, according to the map, we’re surprised. But it’s a
lot easier to follow the map if it’s written out, and it’s very visible, and don’t
hide it on your website. The more people have to search for things and click,
click, click or print many, many pages, the less likely they are to do it. Have
things visible. We don’t have intellectual property that is involved in, like
the nuclear cold war. It’s swimming. It’s swimming, and as coaches, we are
peers. The more than you can have not password protected, I think, the better. It’s easier for people to see the map if they don’t have to search so hard.
Part of the map for all of us that are coaches and program directors is that
group structures need to be mapped out. You need to know what is done
in each group. You need to know where each group starts and where each
group ends. Coaches all way up and down your program need to know
those things. The more they’re written out, the easier it is for you to mentor
new coaches to come into a group and go, “Hey, here’s the things that are
covered in your group and here’s basically the syllabus for any given group.”
It’s a lot easier to train and mentor coaches when things are written out. I
think skill progressions, I know for several years on one of the clubs that I
was on; we actually took skills from simple to complex and for every single
stroke. We said, ‘Okay, in level 1 we want these things covered. In level 2,
then we’re going to add to that with these things.’ We didn’t go back and
reiterate, we just said, ‘Okay, what are we adding?’
All the way down so that foundational skills were covered in groups, and
kids didn’t get to new groups without having covered something. Just
being a little bit more thorough and intentional about how your skill
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progressions are and communicating that to whoever you deem necessary.
There were a couple of years that we actually took those and we handed
those out to kids, similar to lessons in our developmental groups that said,
‘We’re covering all these skills.’ That helped parents understand why kids either needed to stay in the group or why they needed to advance to another
group, and what kids could continue to work on. I am not saying that you
should do that. I am just saying that that’s something that we found really
helpful at some point when we were putting together groups.
The more things can make sense and get communicated, the less pushback
you have from parents about, “My kid deserves to be in that group or my
kid should be in this group.” I have found those things to be really helpful.

If you’re going to go to a meet and you don’t care what kids’ times are, but
what you’re going to do is count how many people in your group took four
dolphin kicks off every wall or whatever the process is that you’re looking
for at that particular meet, you need to be proactive in communicating that.
I think it goes a lot way to getting all of us on the same page when you don’t
go in a direction philosophically without communicating that to people.
The reason that you got to work so hard at it is because it can change. Stuff
just changes all the time. Number four, this is my number four tip, and I love
to celebrate. Celebrate often and well. The more that we can be champions of things that are going well the more you can catch individuals doing
good, the more you can catch groups doing good, the more you can catch
your team doing things well, shout it from the rooftops.

Denise Carlson: After you’ve created the map, you got to share it with
everyone. Use tools to get the word out. I think all of the leaders on your
team need to be empowered to be sales people for sharing that vision.
I found it really important one year when we were making a big push
about some changes on the club, we had all of the board members wear a
certain t-shirt when they went to meets that said, “I am a board member, ask
me questions.” That was a way for us to share that vision, to get that word
out, and broaden who could share that word. Because, as coaches, we can’t
touch everybody every day. But if we can have five people that we have
communicated to, and those five people communicate to five other people,
you know how that kind of multiplies out.

These are just some areas that you can announce. Achievements, whether
that is people making Olympic trial qualifying times or 10 people in the blue
group got their very first double B times, your weekly email taking your core
values and awarding a kid and recognizing a kid each week for demonstration of those core values. It doesn’t have to be performance oriented. You
need to celebrate every area. Maybe you had a swim-a-thon and your club
raised twice as much money as you were expecting, celebrate that and to
thank people. Celebrations bring people together. They keep people invested in moving forward and knowing that you’re not stagnant. Knowing that
you’re always moving forward, you’re always looking for the positive and
what can we do, and how high can we reach.

These are some of the tools. Take whatever it is that is your saying or what
it is that you’re trying to stand for and put that in as many places as you
can. I know a lot of teams now are putting their medal status on their shirts,
and that is definitely a communication tool of what you are about as a
club. There are plenty of teams that have videos. As you know, if there’s a
communication void it’s going to be filled with negative communication.
Don’t let people sit in the stands and not know what you’re about, and
not know what the map is and not know what is going on with your club.
Because if they don’t know, they’ll start creating something from what they
see and they will skew what they see with their own perspective. It is really
important, the more you can be proactive about positive communication,
the less likely you are to have these voids.

Create shirt occasions, and that just means times where you all celebrate
together, whether that’s an end-of-the-season banquet or something else.
One team that I was on, at the end of the season, they did pie night and
everybody came in and had a piece of pie. It doesn’t have to be elaborate.
It just needs to be shared occasions where you celebrate your team. Again,
the more that you can catch people doing good and state those things
out loud and not keep that to yourself, the more it becomes the norm for
people around you to celebrate the positive and be positive. That’s how you
drown out the negative. We want it to be the norm for communications
to be positive. And that positive peer pressure, when someone goes to be
negative other people go “Ah” and hold them accountable or they check
themselves and go, “I don’t want to say that.”

What I mean by get ahead of the audience, as coaches and as leaders on
the team, we need to be the smartest people in the room about what we’re
doing. We don’t have to be smartest people in the room, but if we are leading something and we’re directing something, and we’re sharing a vision
we need to be ahead of the people that we’re trying to communicate it to.
I think it’s really important for us to always be on our toes, to always be
at the forefront of what’s going on with the club. Make sure all of your
coaches are masters of communication. Do that through however you think is
appropriate, some people are better verbally, some people are good at written communication. Every coach on your team needs to know what you’re
about and know how to communicate that to parents.

Some other ways that we can celebrate and be positive, using email; I think
anytime something happens that’s good on your team an email blast needs
to go out to celebrate that. Or put it on the scrolling banner. There are
some people that feel like that’s false humility. There’s just a little saying
that I try to get the kids to understand very early in their swimming, and
that is ‘to rejoice with those that rejoice and weep with those that weep.’
Rejoicing in succeeding and achieving are great things, and they ought to be
celebrated. The idea of one person achieving is that it should encourage
other people to achieve. It’s not to say that someone else is down and you’re
up. It’s that more people can be successful and can achieve. I talked about
that in the last presentation, having a mentality of abundance, not scarcity.

We all know that sometimes if you have young coaches and parents who
are ahead of them in life that can be kind of intimidating. I think arming your
young coaches with the best communication skills and the best knowledge
of what you’re doing is a way to have those young coaches shine and not
be run over unnecessarily. I love to send out proactive communication
about philosophy. I love to be ahead of the curve on that with the parents.
Let’s just use the open mindset/fixed mindset, those are kind of buzzwords
right now. That’s something that all coaches are wanting their athletes to
be working on. We need to be sending that out to parents and that has
practical implications.

We want as many people to achieve as possible, and as many people to
advance as possible. Life is not a zero-sum game. When something goes
well, maybe it’s a kid on your team becomes an Eagle Scout- celebrating
things! It doesn’t have to always be the same thing. But achievement and
celebration are good things, and they have the power to bring people up.
Number five. I think it’s important to evaluate regularly. To be willing to take
a look at where you are, are we following the map, are we communicating
that, are we celebrating, are we succeeding, and not be afraid of evaluating.
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I think it’s important to have times, if you can create within your leadership,

a constant think-tank mentality where you are always looking for where you
can move up and where you can go, and how you can improve, and really
encourage think-tank mentalities. Don’t be afraid of someone challenging
the status quo because that’s how you improve. Assessing performances in
programming, I think you ought to do that at regular intervals, depending
on the size of your team. And figure out what that means to you because
every team is going to have different programming and they’re going to
have a different population with different needs than another program.
I think you want to make sure that improvements are for everyone.
I think if you pay attention, you want to evaluate, ‘what is the tone of your
team?’ What’s the energy level of your team? Where are you? Is everyone on
the positive energy bus? And pay attention to those things if you’re a leader.
Are people excited to come to practice? Are people excited to volunteer on
your team? Are people happy? Genuinely be willing to change. I used to be
afraid of surveys because I think sometimes, as coaches, we’re putting so
much effort into what we do that we don’t want to hear someone say, “Well,
you’re doing this really poorly.” I think I have found the best way for you to
evaluate by surveys is to have questions be open-ended. Don’t put on there,
‘do you think we’re doing enough starts and turns? Rate 1 to 10.’ Because
now you’ve put in their mind something.
What you want to try to elicit from people outside you, as the leaders, if
you’re looking for help to evaluate from your general population is- what
is it that they’re looking for? What are their expectations and what are their
needs. Because it’s expectation versus delivery is where we get into an issue.
If they’re expecting something, have you actually communicated correctly
what you’re about? Why are they expecting something that’s not what your
club is about? Or are you not delivering what your club is about, and they’re
pointing it out? I think one of the best things coaches can do is we do not
have to always look perfect and strong to the people that we’re working
with. If you make a mistake, be ready to apologize and move forward. We
always want to be reconciling things when we’re evaluating.
The point of evaluating is to move forward and do better. I think it’s important for us to express apologies when necessary and be very verbally
humble, that goes without saying. I think for coaches or leaders, in general,
because every club works a little bit differently, but leadership in general.
Having very open communication and talk to each other a lot. Don’t have
communication gaps where all of a sudden you go for a week and you go,
“Hey, wait a minute, I didn’t talk to the coach who’s in the group above me
or below me.” Coaches are a team in and of themselves. If they’re going to
be ahead of their population, they need to be constantly communicating
with each other.
I love think-tank meetings, just to brainstorm about how are we doing,
what are we doing well, what are we not doing well, how can we improve,
etc. I love post meet reviews. Post season reviews, written monthly coach’s
reports. Any time you’re in an evaluative process, it’s very important to be
committed to positive language. A couple of slides ago, I had some talking points of improvement versus weaknesses. The framework of your
conversation being oriented towards the positive, not towards the
negative, goes a long way to getting down to brass tacks and being honest
about what you need to change. The more you can get people to be vulnerable and open because there’s no fear on the table.
You know, I started to read the book, The Culture Code. But then I knew
I was going to do a talk on culture and I said, “I don’t want to finish this
book because I don’t want my talk to be The Culture Code.” So, I stopped
reading it. But the very first part of The Culture Code is about creating safe

environments. And the best way to get evaluation of a person, a program,
a process done is if the environment is safe and people feel that it’s okay to
fail, and to say whatever they need to say. Number six in tips, go beyond.
I know this was shared a little bit yesterday. Giving to others bonds people
as a community. If we are about raising and helping swimmers develop into
people that become leaders themselves.
One of the number one values of a leader is that they serve others and they
give back to others. Then it’s a great idea for us to do that as a team and as a
community. It’s a bonding agent. I think you not only want to give to people
in need or to organizations, but maybe outside the world of swimming, too.
I think it’s important for us to learn to serve each other inside the world of
swimming, whether that is your team helping out another team for a meet,
whether that is your team donating to some joint venture. Whatever that
can be so that we understand that, as coaches, we are peers, and as teams
we are all trying to shoot for the same thing, and not being in a mentality
of against, but for. We are for giving and we are for success. We are going to
serve each other because we want to see more people lifted up.
Having your senior swimmers go and help with swim lessons somewhere,
where maybe an organization couldn’t pay for swim instructors, but you
get your kids to go and volunteer their time so that needy kids can learn
how to swim. One year on a team that I was on, we had an intra-squad. And
we started the intra-squad in the first of December because as part of how
you could win that meet as the blue or the green or the white team was
that you brought in items to donate to Sharing and Caring Hands. And then
after the meet, the point totals with the meet and the point totals from the
donations were all added up to see which team won. It was amazing. When
you created that shared occasion to donate, how much kids got onboard for
that. You want to be known as a team that serves and gives.
These are some of the communication points. It’s not really all that
complicated to communicate those things. You are using communication
as a way to get as many people onboard as possible. I think some things
about communication in that regard are to get local papers involved and
local television stations involved. It brings awareness to your team. It brings
awareness to needs in the community, so using sources outside your own
team. All right, and this might be the most important one and that is repeat.
If you have not read the article called, The Performance Clock, by Wayne
Goldsmith, I would encourage you to read it. It takes way more energy to
sustain a culture after you have built it and continue to grow it than it does
to build it in the first place.
Often what happens is we spend a lot of energy putting all these things in
place, and then we go, “Oh, we’re tired.” And then things start to fall backwards because we’re not continuing to do what we did in the first place that
got us up to where we are, and that is what this article is about. It is a great
article. Keep doing those things that created and grew the positive culture
in the first place, there is just no place for fatigue. “We need to be the drivers of the energy bus,” that’s Jon Gordon, in case you need me to give him
credit. If you haven’t read that book, it’s good, too. I think in the repetition
plan for obstacles I think a lot of us do really well as organizations for a long
time, and then something hits us. Then we get knocked backwards. I think
when you are doing your think-tank times, if you can brainstorm about what
are some things that might come along your way that would disrupt the
progress that you’re making and have a plan to attack those before they
happen.
Getting outside your own club to help plan for the future and sustain
history; succession planning. How often have you seen a club do really well
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under certain coaches, and then if that coach leaves then the whole thing
falls apart? You need to have plans for those transitions. Plan for hits, plan
for obstacles that are going to get put in your way. Plan for the future so
that you can constantly repeat what you have done to grow and develop a
positive culture. These are just some areas of communication. It’s going to
change all the time. The crop of swimmers that you have now is not going
to be the crop of swimmers that you have next year. You always have a new
influx. What does that new influx look like at this time in the history of the
world?

and like I said, the intra team competitions. My kids were on a club one
year that they did a ‘lost and found giveaway.’ It was so much fun because it
was pure raffle. When you have a celebration at the end of the season, and
that same kid is getting ‘Most Valuable’ or whatever ‘best performance,’ it’s
important to find a way that you’re celebrating and giving awards to kids
that are not about performance. We don’t want to diminish performance,
we want to celebrate and rejoice with those that rejoice. But, we also want
to create a way for more people to get some happiness there. Major meet
viewing parties is a great way to build the swimming IQ of your club. I think
lifetime team member awards, that’s something that I have seen work.

Each year it seems like kids and families coming into the sport are a little bit
different. And if you were to look at kids and families coming
into the sport
It helps aCulclub standout when kids stay all the way through, and then they’re
Creating
Consistent
four years ago, they looked way different than who’s coming
in
now.
Each
rewarded
for it. They are a Foxjet For Life now or whatever team it is. Anyture and
year things are just a little bit different. I think it’s important
to
have
new
way,
those
are just some of the things that I have seen work. I think another
Skill Language for a Team
parent communication revamped, and revitalized, andby
redistributed
on
a
fun
thing
is
to combine swimming and socialization. One year, when I was
Denise Carlson ....................
regular basis. Then, just to close, you never know when aXX
moment and a few coaching with Jim we had Christmas Eve practices, and we had two of them.
sincere words can have an impact on a life. Communication is just a very We had one early in the morning. And then we went and all had bagels.
important tool, and one that can make or break the direction that things We gave away lost and found stuff. And then we went back and had a fun
are going.
practice. We had a lot of kids show up on Christmas Eve to put two hard
practices in because we combined it with a fun, shared occasion. Anyway,
There are just some things that I have seen that worked in the cultures those are just some of the things that I have seen work.
that I have been on, and just a few little tips. On one team, we used to do
post meet celebrations. So, if you had 200 swims in the meet and your kids If you don’t have questions, I am going to be on the panel at 4:15. The age
achieved a hundred best times, Friday night we’re having cupcakes. That’s group panel. So, thank you everybody. This was a lot of fun. Hopefully you
just a way to celebrate, well, you know, not too much. Maybe just mini cup- got a tip that will help you out.
cakes.
[LAUGHS]
I believe weekly group emails and weekly team emails are very important,
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Powerfully Smooth

Since 1972 Sentry Pools has built thousands of
commercial and residential pools around the
world. Now, made with the finest craftsmanship
and attention to detail, Sentry brings you one
of the most unique swimming experiences
on the planet — the perfect flow pool. It’s
unparalleled drive system allows it to run at
slow trickle speeds and also as fast as the most
elite swimmer — all at an affordable price.

Unique design and operational features:

• Can be retrofitted into existing pools
• Perfect for swimming instruction
• Most advanced propulsion system in the world
• The ideal system for stroke analysis from beginner
to elite swimmers
• Economical and easy to install
• Variable flow speeds from a slow flow that provides
buoyancy to as fast as :40 per 100 yards
• Unparalleled engineering, materials, and construction
• Multiple models and sizes to choose from
• Customizable

www.sentrypool.com
35 | ASCA NEWSLETTER

ASCA NEWSLETTER | 35

Sentry

Vs

Competitor

24'' Walkway all around pool is standard

Construction does not allow for walkway unless
a deck is attached off of the structure

Wider current

Narrow current

Deep Current from waterline to the
bottom of the pool

Current depth 12'' from the waterline

Current flow lifts you for a more natural
swim and easy kick

Current flow forces swimmers to kick hard and
always look downward to stay on water surface

Water current is smooth at water surface
even at high speeds

Water current has three rolls at water surface and
swimmers must be between them to breath

1 5 2 9 4 6 t h Av e . M o l i n e , I l l i n o i s • 1 . 8 0 0 . 4 4 3 . 8 6 2 5 • w w w. s e n t r y p o o l . c o m
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Growing Hubbard Swim Schools and Camps
Bob Hubbard
Bob Hubbard: Rose, thank you very much and thank you for the invitation.
Laurie and Rose reached out. This is, for me, sometimes like going into the
unknown. We have swim schools over here and we have competitive teams
and I will hit on this in a little bit. I have more background in your world than
you might give me credit for, but let’s take a little bit of a journey.
This is swim school Bob, that’s my caricature that we use in training. One
of my sons-in-law is a graphic guy, so I really appreciate the biceps and the
guns on him. But we think people want to listen to us. One of my thoughts
is we want to grow, but I think one of the keys to growth is who you put
around you. So, some of my comments today will be directed to that aspect
of what not only do you have to grow, but you have to develop the talent to
make other people better.
It’s like, ‘how do we run our company today, right now?’ Kathy and I are
here for the next two days. We are not engaged in our three swim schools
right now on a day to-day basis. But, we have to trust, and I will show you
a little video in a little bit that shows some of the things. But I think one of
the things that we have to do is really embrace that mentor role as we are
looking at our team members to make sure we are helping them grow.
Where do we want them to be? We have one of our deck supervisors, I love
him. We run seasonally January to May, summer and then September, but
he talks about where he wants some of those teachers on his staff to be four
months from now, five months from now, a year from now. He articulates
that and it’s really important and I think it’s one of the things sometimes we
get warped into.
I do have experience. In the 1960s, I was a lifeguard in New York City. We do
have an ocean, we have a really big ocean in New York City and Queens and
Brookland and that’s a place called Breezy Point. I was a lifeguard there for
four summers while I was in high school when I weighed about 110 lbs, so a
long time ago. You heard about Kathy, but it’s also one of those challenges
of working with your spouse. It is a challenge sometimes. We joke and say
we are in the same business, but we are not in the same room. I share an
office with my daughter, who is our Chief Operating Officer and Kathy
shares an office with our graphics people and our IT people and our
booking center people. We keep our distance. and that’s one of the
messages is we can be happy and successful and one of the things I think
you have to learn if you are growing is it what somebody does better
than you.
There are certain things that I do well, there are certain things I don’t do
well and I have to acknowledge that Kathy is way better. We would not have
our company today if it wasn’t for her organization and vision and clarity
on communication and things like that. We would have beautiful graphics
and beautiful organization, but we would have no people if it wasn’t for me
talking people into coming into the building or trying to do things and do
those kinds of things. So, when you work with your spouse, you want to
sometimes look at what they are doing that they do better than you.
This are our eight, there they are. There are eight of them ranging in age
right now from 24 to 43 and our middle son is adopted and our oldest child
is to his right, I don’t know if you can see Bobby. But, when we adopted
Tyler and we had a little family meeting about it- he is a cousin who came
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and stayed and Bobby’s reaction is, “You didn’t tell me he was going to be
6’4”.[Laughing] That type of thing. You see Jennifer, 36, that is only family
members right there. That’s our daughter’s wedding. There is everybody.
Two of the boys down low, don’t even have shoes on them and this is in
the church right after the wedding. That’s our group; seven of our kids are
married, we have 21 grandchildren, as Rose said.
One of the things that I would share with you that isn’t always clear. This is
our organizational chart when we set up our company in 1998. I still have
this piece of paper, we call it HUFSS– Hubbard Family Swim School because
we don’t want to say it. We had HUFSS, which was Katrina which was our
rental facility which we had and we lost. Then HUFSS 2 was our sports
camps and you could see our lease and all the other stuff. Liability, things
that Lynn was just talking about, thinking about workman’s comp, where
are we going, students, pupils 25%, all this other stuff, and ADP which was
our processing thing.
So, we dug it out, but this was it. This is what we had when we got started.
The other thing that I would say is, in 1989 we had started our company and
then we went through a meeting and we put together our core values and
there was a guy named Verne Harnish. He runs a company called Gazelles,
which if you are a small growing company I think he is awesome. He wrote
a book, I will tell you about it in a few minutes. It is called “Mastering the
Rockefeller Habits”, but we took a team of 10 people and we basically came
up with our core values. I walk into the dry cleaner and they have that big
mission statement behind their front counter that says, “We will clean your
clothes organically ……” and I don’t think anybody really reads those things.
This is our thing. Everybody is family; your staff, your coworkers, the kids
in our pool, the parents, we do whatever it takes. Do we need to put an
extra teacher in? Do we need to give a scholarship? Do we need to give
somebody time off? We had one of our staff members who went on bed
rest, which turned out to be a Down’s Syndrome baby and we worked it out,
so she and husband was in school and working for us. We worked out the
financial arrangements and she has been with us now 16 years. She came
back to work full time. We stole this from Mother Teresa – ‘do small things
with great love,’ and for us, that’s when you are talking to a parent. Do you
kneel down in the lobby or do you stand over them? When you are talking
to a swim instructor who is in the water, do you tower over them or do you
kneel down and talk to them? We want to reach out and make sure that
everybody is in our family envelope and we truly do mean that everyone is
family and it’s one of the things that we get great feedback on.
But it’s hard. We talked about treating everyone as family. I have six brothers
and sisters, I didn’t always like all my brothers and sisters and my kids don’t
always like each other all the time. But you have got to break through that
and you have got to break through that with your staff and making sure that
you are growing with them.
So where are we today at Hubbard: HUFSS, three swim schools, number
four coming in 2019. 6300 kids a week, 160 staff members, six people
on our exec team and in the summer, we run four sports camps with
basketball, volleyball, soccer, swimming, and all the other things. We are
busy and we have grown and we have been very lucky. We have been

very blessed with the people that are on our team and we have been very
blessed by our friends. I love what Rose said, but we have known Lynn and
Rose and everybody for 20 plus years and we have learned as much from
them just sitting in those places that Lynn said you shouldn’t be- the bar at
night or different things [laughing] or at the Summit or different meetings
like this.

I would like to turn the tables, help me out, why are you here this morning?
What did you come? As Rose will tell you, I can make stuff up or adjust my
talk. In the back?
Male Speaker: Your camps.
Bob Hubbard: Our camps, we can talk about those.

We will try to walk through a little bit of how we do it. This is our
regional swim school, this is a Saturday morning at Hubbard. You have
got 13 teachers in the water, we got parents in the deck, we’ve got parents
in the lobby, we’ve got parents all over the place, and we have supervisors
all over. The guys in the red shirts are supervisors and teaching. We are a
little bit nuts. One of our guys Matt Young did this, this is a 30-minute class
in a minute and 18 seconds. This is what it looks like, I will try to talk over it.
This is 30 minutes, you can see the water watcher in blue is stepping back
and forth. Our supervisor in red, he is over there doing a grading thing. It’s
a baby class in the front. We go upper levels at the far end of the pool. We
have a really big frog that people slide down. It’s had more than two million
kids slide down it and its tongue is worn out. But, our teachers were moving.
This is the 30 minutes. You can see this class is ending right here, they are
starting to play. Everybody goes down the frog slide. One thing we do is our
baby classes are on 15 minutes, so at 10:15 and 10:45. Everybody else is on
the half hour, so we give our showers a break. That class continues. We line
the side of the pool with our staff members so kids don’t go jumping in the
pool on the way out, the showers are off to the left. Then, all of a sudden,
you are going to see everybody gets reset up, teaching stations get reset,
people move to different spots, and here comes the next class. The parents
are coming and going, we’ve got people all over the place, and the baby
class is still going on.
There is the deck supervisor in red, Carmella. She came in. I mentioned
earlier that I do have some experience in your world. Kathy and I were the
executive directors of the Phoenix Swim Club from 1992 to ’98, we had the
honor in 1996 of hosting the grand prix meet at the Phoenix Swim Club.
Outside of the Olympic trials, it was the highest attended event at that time.
We had 5000 people, ESPN, and it was the only time in ’96 that the whole US
team was together before Atlanta. It was in the spring. We had ESPN, Amy
won a two-year lease of a Toyota 4runner by winning one gambling race or
something, I forget what we did. But, I know your world. We worked with a
lot of different people. We worked with Jeff Rousse, Dennis Pursley, Pierre
Fontane. We had Jeff Rousse, Tyler Mayfield, and Gary Hall Jr. happens to be
my son-in-law or my nephew. My brother-in-law is Gary Senior.

Female Speaker: Staffing, how can we maintain and keep our staff?
Bob Hubbard: Great. Yes.
Female Speaker: Because my swim program is way bigger than my swim
team and I don’t really know, I am out of space and I am afraid of building
another facility.
Bob Hubbard: Get rid of the team. [Laughing] Well, we can talk about the
growth challenges and different things that you need to assess.

Male Speaker: There is a challenge with a limited size pool.
Bob Hubbard: How big is your pool?
Male Speaker: Five lanes, 25 yards.
Bob Hubbard: Is it all deep water?
Male Speaker: Three and a half meters.
Bob Hubbard: Okay, we are running out of a combined 30 x 60 foot pool. We
are running 2000 kids a week. It is space, its allocation of space; its commitment. If you watch the video, we teach in 5 x 30 foot lanes.
Female Speaker: Is it just in the summer when kids are available on deck
or…?
Bob Hubbard: We are busier in February and March than we are in the summer.
Female Speaker: What about your timeline? Do you do it all day long? Is it 9
to 5? Is it just in the evenings, is it seven days a week?
Bob Hubbard: Okay. And last one.

We know that world and, thankfully, we left it in 1998 to chase our own
thing. But we have always been aquatic. I grew up on the ocean; Kathy grew
up as a swimmer, she was an elite swimmer, Olympics trials in ’68. There are
20 women in the Xavier University Hall of Fame. Out of 130 people, Kathy
was the first inducted as a swimmer and then our daughter Emery was
second, but she was one of the 20. She was inducted four years ago as a
soccer player and a soccer coach. We have the two of the 20 women, I think
that’s pretty cool.
But when we were swimming, we had my first son and we tried to get some
help about ‘how do you teach a kid to swim.’ These guys were worthless. Can
anybody tell me who is on the right? That’s Doc Counsilman and Spitz in the
middle. That’s Kathy Hubbard and that’s Bobby Hubbard right there and we
were at a meet in Philadelphia. We owned a swim store at that point. I was
in law school, they were hopeless, right?

Female Speaker: Just to get to know how you educate your staff?
Bob Hubbard: Okay, perfect, great. Let’s kick off a couple of these and then
we can dive into some things with a little more specificity. We teach all day.
We are selective, we have different locations. In our main location, we have
13 sessions a week. We go from 8 ‘o clock to 2 ‘o clock, Monday to Thursday
and from 3 ‘o clock to 8:30, Monday through Thursday.
At night, we do 7:30 to 8:30. We flip our pool and we call them our Hammerheads and they swim 60 feet, which is long for us. 50 feet in one of our pools
and our pools are mixed, one is 30 x 60 and another location our biggest
pool is 30 x 50. The other one is 30 x 40, and then we have a 15 x 25, a 20 x 30
and a 30 x 30 deep baby pool. We have a variety of everything. Everything is
for a fee, if I can tell you anything. Teaching kids is work, right? We stole that
from Australia where they do it. We are all day depending upon the location
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and one of our locations just opened on Sundays after nine years and it’s
still not open on Monday, Tuesday or Friday. It’s not open at all on Monday,
not open on Tuesday morning or Friday morning and we are at 1200 kids a
week at that location and we don’t teach on Saturday afternoons.
When Kathy and I left the Phoenix Swim Club, we were running outdoor
lessons all summer long, mid May to Labor Day, the whole thing. One of the
biggest things that I would tell you is we came to the realization in the first
two months that we were running a night time business. Our business goes
till 8:30 at night most nights. Then Saturday and Sundays are our busiest
times. You have got to make that commitment. We stopped apologizing for
it, we used to apologize when we interviewed people because it was like,
“Well our rule is if you are going to work for us you are going to have two
nights and a weekend or whatever, especially if you are going to be any kind
of manager.” We used to apologize for it.
Then we would realize, we are leaving work at 8 ‘o clock and there are still
people in the restaurants and Macy’s is open till 9:30 and everybody is still
out there working. So, right now its, ‘Hey, that’s our job with us and you
want to be part of the evening work,’ and those type of things.
Camp I will knock out right away. Camps are sports, we rent grade schools
or high schools all over town. It’s a totally separate deal, we train like crazy
for the three weekends in May and then we have 400 kids a day spread
across 14 locations doing basketball, volleyball, soccer, archery, field sports
and if we have, swimming.
Female Speaker: Four locations.
Bob Hubbard: Four, oh sorry, four. I dream. [Laughing] Okay, so we will jump
back into the formal part of my presentation and then we can do a couple
of things. I, like Lynn, am a reader. Okay, so I am going to give you books
and I would tell you if you are not reading a book everyday you are getting
behind. We have a good friend Meeran who has 250 audio books on her
iPad or phone or whatever she uses. She and Kendall Walker, they only listen
to books. I am a reader. I can’t do that, but here is a series of books that I
really recommend. The E-Myth, classic old book, Michael Gerber. His thing is
if you are working for yourself, you are working for a maniac.
How many of you are coaching your own team? Everybody else are assistant
coaches or coaches.
Bob Hubbard: Okay. But, as Lynn said, if it is not written down it doesn’t
exist. We are not big binder people and things like that, but we do write
down what our standards are. We have a thing online that covers the major
questions. How do you process a refund? What’s our policy on the refund?
What’s our policy on the makeups? All that stuff is written down somewhere
and you have got to build off of it. This is one of my favorite books, you can
buy it. Topgrading is what I would challenge you on? How many of you feel
like you have staff challenges? Bringing people on they come and they go.
Okay. Read Topgrading. Topgrading takes you and gives you questions. We
have six or seven questions if we were going to interview you. We would
start with your high school job. I don’t care whether you are 20, 30, 50, we
start with your High School job. We ask you what you did, how you did it,
what you enjoyed, what was the challenge, why did you leave? You would
be amazed when you get repetitive jobs and why people leave. And it, not
always, but it winnows out the problems. This manager didn’t like me, this
manager did that, my co-workers were - like all these people that deflect
and they look great, but all of a sudden you are like, ‘Oh my God, this is crazy.’
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But the other thing is we have one of my favorite people, Loilee. Loilee
is about my size, big massive red hair, and a go-go-goer. We do option
donations and it was a pain, it was a complete disaster. We give out 200
a year to people who come to us and ask us donate to this school or that
school and after Kathy and I went to this seminar 10 - 12 years ago, I top
graded everybody on our team. Everybody- even if they had worked for
us for five or six years- and I got to Loilee and I start with her high school
job. ‘What did you do?’ “My mom owned a florist.” ‘How did you like it?’ “I
loved it.” ‘What did you like about it?’ “The displays and organizing for weddings, doing this and that.” She now has her own glass bowling studio
in the back of her house, but all of a sudden, this light is going on in my
head. Auction buckets, auction buckets! Well, Loilee has taken over Auction
Buckets for last nine years. We haven’t touched it, we have our own shrink wrap
machine. She comes in, she brings in two or three people, but like every six
weeks, builds up the auction materials and we are done with it.
It is just so counter to her personality that I would never even imagine her
having an artsy craftsy part. The rest of her is a little bit of rough. But, so
Mastering the Rockefeller Habits, a great book and a great habit to get into.
If you could go to gazelles.com, Verne Harnish has a one-page thing. What
his theory is John D. Rockefeller when he built Sun Oil Company, they all
lived in Cleveland and they actually walked to work together. Then they
moved the company to New York and they rode the train together from
their home out in Hyde Park. But he talks about a meeting rhythm and I will
show you in a minute our meeting rhythms. One of our guys, Pat, writes
what we call the Monday memo, it is read at the beginning of every shift.
I don’t care whether you work Monday, Wednesday, Friday, you are going
to hear that read to you. I will show it to you in a minute, but it goes over
everything that we want our team to know. We have a manager meeting
every week, we have a general manager meeting every other week with the
general manager phone call with our chief operating officers every week.
We have an exec team meeting, six of us, that’s on the calendar. We also
have a thing called HUFSSU - Hubbard Family Swim School which is the
last Friday of every month except for Christmas and August from 12:30 to 2
every Friday. It’s training, it’s a commitment, and those type of things. Take
a look at that.
Lynn mentioned this, I hate to be repetitive, but anybody been to the container store? Okay, so Kathy Hubbard is addicted. I walk into the Container
Store by our house and they go “Hi, Mr. Hubbard,” ‘What did Kathy get today?’ Okay, our house is a container store, our schools are container stores,
our buckets on the end of our pool lanes are container stores, but they are
amazing. Here is the thing, they train two hours per week per employee.
And we roll our eyes t training once a month or whatever we sometimes we
do. Training, whether it’s in personality skills, whether it’s in teaching skills,
whether it’s coaching skills, whether it’s in management skills, one of my
big challenges right now is I have three of my senior leaders who don’t have
my business background. They came out of coaching and they came out of
other things. My goal right now in the next year is working with them on a
weekly basis on how to read financial statements, and they are sitting in on
bank meetings now when we are negotiating our loan for our new swim
school and all this other stuff.
But that takes more time, I could go to the meeting by myself and get it
done. I have got to prep them for an hour and then we debrief for two
hours. What does that word mean? What does this mean? How did that
happen? Why did you say this and those type of things? Train, train, train
and they talk about it. What does a guy coming out of the desert want?

You want to give it to him and whoever walks in your store, you want to
find out what they want. Then, even in coaching, do you do what your
parents want or do what the kid wants? That is different than what the
parent wants, especially at an age group or an elite level. Our median age
in our swim school is 3.8. I have had hundreds of parents tell me their kid is
going to the Olympics. I can do the math, it’s 44 people every 4 years and
I think the answer is no. [laughing] But do we have kids that are in school?
Yeah, Arianna Pal swims at Georgia and swam with us. Sierra Schmidt swims
at Michigan, started with us as a baby. We get kids in college, we are there
for you. So, train, train, train.
I talked about our Monday memo. This is a sample. ‘Be curious, not
critical. Everybody- HUFSSU this month is on June 24th, it’s all site supervisors
and deck supervisors. Never-evers, make their day! 176 never-evers this
month, 83 withdrawals. Teachers look at your rosters. Baby teachers, give
the speech in the baby class. See the waterproof paper. Deck supervisors,
your site will be giving speeches this week. It is a transition week, make sure
you work with them and help them out.’ This is read and then we come to
the front desk, we involve everybody. ‘Front desk, here is what’s going on,’
they are not just sitting there in the world. We have a booking center, where
we answer the phones for all of the swim schools. So, they know what is
going on.
We call it freedom within the framework. I got this and I got that, I am only
here for this number of days. Hey, we want to work it out and make it your
good experience. Site supervisors- lead your team with a positive attitude. It
starts with you, curious not critical. And, every example possible. That’s the
curious, not critical- ‘it is what happened? How can I help?’ Not, ‘what the
hell happened?’ You want to make sure you are there to support them. A
separate speech written for baby teachers to tell the parents. We are trying
to bring everybody into the loop about what’s going on.
It’s a really great video, which is super expensive, but anybody ever been to
the Pike’s Place fish market in Seattle where they throw the fish? This is all
about that. Their whole thing is work should be play, and even teaching you
should make their day. My job is to make my staff members day, their job is
to make their team’s day; choose your attitude. Look, we have all been out
late but you show up, and you have got to go and bring the best to the kids
and the parents, and then be there- which is kind of Zen. I am not distracted,
I am not looking at my phone, I am looking at you and we are having a
conversation. I am not looking in and looking away and whatever is going
on. We want to think about those types of messages and it’s a great video, if you can dig it out. We play it probably two or three times at different
trainings and it’s a bunch of characters, but when you look at it and you
watch the video, these guys are selling fish and they are making about 90
grand a year a piece throwing fish. So, there you go.
We had a do whatever it takes, we will see if this will play. Two years ago, in
April, our landlord came to us and said we have got to repair the roof. Well,
we had been bitching about the roof for two years and it was like okay,
‘Christmas,’ and he answered, “No, we are afraid it will fall down.” When are
we going to do this in two weeks? So, 2400 swimmers a week, shut down for
six weeks. April and half of May. This is what we did.
“Hello, my name is Bob Hubbard and I am here to share some important
information about the Hubbard Family Swim School. We have received
word from our landlord that our roof at our 32nd street swim school is in
need of repair. It is safe now, but they want to address it before the rains
of the summer. Therefore, we will be closing the swim school temporarily on Friday, April 1st and reopening on May 13th. What does that mean

for our swim school families? In an effort to do whatever it takes, and our
belief that everyone is family, we have committed to our staff that they will
be employed and paid over the break. For our swimming families, we are
expanding our class offerings at our Purea and Riverview indoor swim
schools, which are not too far away. We have also contracted with Melrose, an
outdoor heated pool less than a mile away from our 32nd street swim
school. What does that mean for you? We will be offering a number of
options. Number one you can freeze your account as of March 31st and
return after May 13th, same time, same day, same level everything else. You
can also freeze your account as of March 31st and register for our six-week
swim lesson that we are going to offer at Purea, Riverview or Melrose at a
significant discount, 405 discounted from our normal rates. Or three, you can
end your swim lessons on March 31st, take a break and give us a call when
you are ready to come back after May 13th and we will find the time and
place for you to swim. You will be receiving a much more detailed email and
there will be information at the swim schools. Now for the good news. We
understand and appreciate your patience on our changing rooms, we are
taking this opportunity to totally remodel the changing rooms and increase
them from four to nine. So, when you return on the 12th, we will have a
brand-new changing area all set for you and your swimmers. We appreciate
your patience, we apologize for this inconvenience and we are thankful that
you are a part of the Hubbard Family Swim School.”
We were freaking out, to put it mildly. We had a 1000, Kathy will correct me,
but I think we had 1000 to 1100 kids go to different places and, so obviously
that means we had 1300 kids go nowhere. Some of them went to some of
our competitors. We opened up on May 13th and by June 1st we were back
and over capacity. We were back over the number that we had. We took a
lot of time, a lot of communication, and a lot of energy that went into that.
It was constant updates and photos going out and keeping both our team
members and a lot of our staff. We said to our staff, ‘You get work. You have
just got to travel or you can take a break,’ and probably 50-50 took a break.
Now, again, that’s 65 teachers at 32nd Street. We moved some and then
some of them were just like, ‘Hey, I am good.’ Some of the parents are like,
‘Hey great, end of the school year parties and that type of stuff.’ So, you face
those things.
Taking a little bit of a jump, another book that is a favorite of mine and
this is where I think people get stuck. Five Dysfunctions of a Team which is
absence of trust, fear of conflict, lack of commitment, avoidance of accountability and inattention to results. I would say fear of conflict is one of the
biggest things that I see. People swallow their challenges, they don’t
express their real concerns and they just fester. We had a guy who used
to be on our exec team from Canada. We would have an exec team meeting and I know he would leave that meeting and think, ‘Are Bob and Kathy
going to see a counselor? Because they can’t agree on anything.’
When we go to a meeting and we are introducing something new, we
respectfully disagree. We can talk about challenges and we can disagree,
and we can sometimes be like, “All right, fine. I am done. Your idea, we are
going to run with it.” The second part of that is lack of commitment. If I
disagree with something my team decides I either have to either impose my
will, which I don’t do very often, but let’s say we commit to something that I
am not comfortable with, I can never ever say, ‘I told you so.’ We can examine
the results, but I can’t point fingers because if I didn’t have the commitment
to support this a 100%, I need to leave the team. I need to get out of the way
and not be part of this company or this organization.
What I see in other businesses is this constant nitpicking and going back
and forth and saying, ‘I told you so.’ Avoidance of accountability and then
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absence of trust, you don’t trust your partners and the people you are
working with and you are always building walls and silos around yourself,
that’s where you have got to clear the air and make sure you are working
through. But this is a Pat Lencioni is a great speaker, if you ever get a chance
to see him and he is also a really good writer, he has got a whole series of
books. He has got another one that I like called the Four Obsessions of an
Extraordinary Executive. I am sorry that’s running off the screen, but ‘I will
build and maintain leadership teams, create organisational clarity.’ Here is
what I love, this is ‘over communicate organisational clarity.’
People feel like we don’t have to say the same thing over and over and over
and over. No, we do, if you are a leader, you need to say things over and
over. When we are hiring these new people, one of the big things we have
come to the decision or the realisation of we have to tell people what it
means to have a job today. We have a whole section in our training of, ‘You
said “yes” to this job, but this is what that “yes” means. It means being on
time, it means opening emails, it means responding to emails, it means not
ignoring an email from Kathy Hubbard about a meeting or doing something like that.’ We have to reach out and get them and then on the bottom,
have you told them not to do something? People do stuff and we explode
and at a certain point we have to say, ‘Well, were we clear on that?’ One
other thing, and we introduced something we talk about in our company, is we
ruminate. We think about something for 3,4,5, 6 months before we
introduce it, then we have a meeting and we introduce it once and we
expect everybody to be on board with us the same way as we are. No, they
have heard it for 35 minutes in a training session, then they have to go do
their job.
We have to build the communication, we have to build what we are
doing. Why we are doing it? How we are doing it? When we did that closing,
we had meeting after meeting after meeting and communications and we
were on top of people and we had a whole team that we dedicated just
going out and being in the different locations to support our other swim
schools and our swim school operations.
This is a good book by Darren Hardy. He is a really interesting guy, but
here is the caution, you cannot leave here after a week and go home and
implement 25 things because your team will ignore it and you will fail.
Hardy’s thing is 1% a week. His story is do you want a million dollars or do
you want a penny that doubles every day for 30 days? The answer is you
want the penny that doubles every day because it’s worth 11 million dollars at the end of the month and not a million. Think about how you are
doing things and think about how you are taking people. You can’t take a
new teacher from here to there like on a rocket ride. You have got to build
it, plateau, build it, build it, have a plateau, build it, build it and let it grow.
Think about how you are going to do things, but if you listen to him- 1% a
week is 50% difference in a year. Just one thing a week, one thing that you
are focusing on.
This is a great book, It’s a Great Beer. We drink beer Sam Adams, but this
is a great book for entrepreneurs. This guy went out and started battling
with Budweiser. Jim Cook and Sam Adams beer, but his whole thing is
culture- eat strategy for breakfast, lunch and dinner. You can strategize,
strategize, strategize all over the world, but if you don’t: one, lead by
example or two, figure out where your culture is, that’s not good. We
have done some travelling as Rose alluded to. The culture in Australia in
swimming is way different. Our babies go till 7:30 at night, they don’t do any
baby classes after 2 o’clock in the afternoon. I am going, “What?” He said no.
Their evening shift for their staff is 3:30 to 6. There was one guy who said,
“How long does it take you to get to work?” ‘45 minutes,’ ha-ha-ha. We got
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people that are like, ‘I am not coming to work for three hours, I need a four
hour shift. I need this, it’s not worth my drive,’ so you have got to look at
what’s going on and he just walked into the room, but did anybody see a
group of people building that swim platform out in the lobby on the way in
here this morning when you were checking in? Anybody else see it? There
were four people gathered at a swim platform which is, I assume now built
in the exhibit hall, but my good friend John Mix, the president of Finis, is on
his hands and knees screwing the platform together with these three other
guys to do it. Here is the president and this is culture. This is how he leads his
company. But this is his culture. He is in there with his team going, ‘let’s get
this done.’ I hear he said we have to have it ready by 8 o’clock, it was 7:40, so
‘get out of the way, here is how you do it.’ Think about that.
Maestro, it’s a true story and it talks about a guy who knows a friend who is
a conductor of an orchestra. It is an allegory, I know, but what he did is he
basically sat in every section of an orchestra to figure out what’s happening.
He began by sitting in the strings, and he came to his friend and he said,
‘the strings are the dominant force.’ Then he put him with the oboes, then
he put him with the percussions, then he put him with the winds, then he
did this, then he put him on the stand with a baton. And, it’s the thing o
‘every job is important.’ In our organisation, we have to pay as much
attention to the booking centre and the people that are answering the
phones, as anyone else. We had one of my favorite employees, he is now
retired. She was 83 year old Dixie, and she would be my conscience. Sometimes she would come into my office and say, “Can I have a minute?”, “Yeah”
and she would tell me something that I had said that was well, not right. I
was like, “Okay, Dixie, you are right.” Her thing was ‘the swim lessons start at
the front door.’ It doesn’t start in the water, it starts in the front door, it starts
on the phone; in today’s world, it starts on your website.
Every part of this machine or whatever we are running, every piece is important to bring the symphony together and make sure that you really hit
all of your pieces. Sometimes it’s in an area where you are not comfortable with. We have to sit down and look, we are in the middle right now of
updating our web page and adding some Spanish language to the
landing page. That’s a whole other world for us, so we are trying to work our
way through that and make sure we are language appropriate and different
things like that. Maestro is good, it’s a quick read. Most of these are really short,
[laughing] so they are good. My point would be don’t just assume that
something is going on with your phones. Sit next to the people that are on
the phone, find out what they are saying, how they are saying it, how you
are doing it and that type of thing.
Candidly, you want swimmers to become friends with the Swim School.
I don’t know if anybody saw the Wall Street Journal article yesterday, but
there is a big article on the Wall Street Journal about the burgeoning growth
of the swim school business. I love competitive teams, but I have got to tell
you- we have got a million families. We have got 425 members in our Swim
School Association. We have a million people a week, who are paying us
an average of $21 a week for 30 minutes. I think you guys under charge. I
have a grandson who is 13 years old and he plays hockey, it’s $350 a month
plus $1000 skates. I have a granddaughter who is an elite gymnast, $450 a
month. I have two daughters who played college soccer back 15 years ago.
There were easily $3,000 a year in coaching fees for soccer and then I go to
the swim team and it’s $125 a month for 80 hours of training.
You should talk to us. I have 6000 swimmers a week. Lynn has swimmers, if you are in the coaching world and not in the swim school world,
come see us. Develop a relationship with us. We have a relationship with
Pitchfork Aquatics where our Mesa swim school is close to theirs and we

have a relationship with Fernando. We are encouraging they run in a little
meet or they run their ‘get up and swim meet.’ Our team is going there. We
have a relationship with Joe’s Zemitis at Neptune swim in Phoenix. We go to
his meets and our guys swim for us, but we don’t want everybody. We don’t
want serious kids that want three or four days a week, but you do, right? So,
find your swim schools in your town and go become friends with them. We
are a great resource for figuring out where you are going next.
Female Speaker: Question, why not have a separate business say, a swim
competitive team and hire a coach?
Bob Hubbard: Because I can’t make any money doing it. We have 24 swim
teams in Phoenix, 90% of whom are using public facilities and underpaying
for their use.
Female Speaker: So, you pretty much just give and take with the other
teams?
Bob Hubbard: Yeah. Kathy Hubbard would love to have a 25-yard pool and
if you look at the model in Australia, that’s what they do. But, again, we have
great swim teams in Phoenix and there are 24 of them. Phoenix Country just
built a $7 million, 50-meter pool and a diving well. I can’t make that number
work financially with 300 kids and $125 a month.
Live your core values, these are ours, but my point would be really live
them. Use them in job performance reviews. On our team, if you ar
having a problem, we say did you treat that person that staff member or like a
family member? Did you do small things with great love? Did you do
whatever it takes? If we have a parent complain, we believe there is a kernel
of truth in every compliant. I didn’t even get into our side notes, but two
shifts a day between the three swim schools, there is a one- or two-page
memo that comes out from the site manager that gets summarized and
gets shared with all the other site managers and Kathy Hubbard and Pat
Sanderhouse.
The list has what went on, what did you do better, what was the challenge and that’s where we respond to complaints. We had the opportunity
a couple of years ago to hear Mark Cuban speak. Shark Tank guy, Dallas
Mavericks owner and somebody said – “how many companies you had?”
He said 77 and so, “how do you mange 77 companies?” He said one-page
memos, every Friday. Bad news first and then the good news. He said, ‘If I
hear bad news not in that memo, we have a problem.’ The ability to communicate upstream, I actually emailed him and asked him a question and
Kathy was like, ‘Why are you emailing him?’ I said, “Well, I don’t know, he
might answer.” But he did and he answered and I said, “I heard your talk and
one thing was confusing to me. Bad news first, good news; what then?” He
said, “I forgot to add that in, but my last line is where do you need my help?”
So, reaching out and making sure that they can initiate. “Hey, I need you to
call so and so or I need you to do this.” Use them in your training, use them in
your messaging to coach your swimmers and parents. You heard my video,
I quoted our core values. Our core values are 36 inches high on our wall. We
post the Monday memo on our wall. The parents know, ‘Well, this week is
jelly fish float week. Why is my upper level kid floating quietly in the water?”
These are all reasons why.
I think the best question to ask when you are trying to grow your
company or your team, somebody comes to you with a problem or a
challenge, I never give them an answer. I always ask, “What do you think?”
They give me an answer that’s 100% right, I just say, ‘Yeah.’ If they me an
answer that’s 50%, I ratify the 50% and then give them the other 50%. I may
be coaching them or something, but they have been ratified. When the
first part of the question happens again, they don’t come to me. They don’t
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come to our leadership, they know they have been empowered to make
the decision. ‘What do you think?’ “Great idea, first half of it, let’s tweak it a
little bit here.”
Engagement with your team and constantly getting them to evolve and
think. Read, read, read and not swim stuff. The average CEO of a Fortune
500 company reads a book a week. Fiction, non-fiction, I always tell my team
read hard stuff, read things that you don’t know about, read things about
politics, read things about history, read fiction that you have never been
exposed to. I have never gone through Moby Dick, so I am not going to say
everything you can read. I still have it sitting there. But read or listen to a
book and don’t get complacent. Always have a book with you or something.
I am giving a talk at Lynn’s Summit and she sent me five books all ready correlated to my topic. [laughing] Not that she thinks I might not prepare but…
One final message, then maybe some questions- be aware, be involved, be
a leader. I mean that not just here in your industry. You are a beacon to so
many people in the role you play to your family, to your swimmers, and to
your community. What’s the best example? What do we look for today especially in these crazy times about leadership and different things? Be friends
with people you disagree with. Learn about things. In Arizona, we just went
through the whole John McCain stuff. John McCain was an acquaintance of
mine, I haven’t really talked to him in 10 or 15 years, but I knew him way back
when he was not even a congressman. We knew we had mutual friends and
things like that, but I think when you look at the McCain – Joe Biden pairing,
one of the great friendships in Congress or in history was Ted Kennedy and
Orrin Hatch. You couldn’t find people that were more polar opposite. I saw
a great interview with President Obama in Arizona and he said that ‘nobody
knows this, but John used to come to the Oval Office and we would sit for
an hour or two and just talk and he said, “We would never agree because
we had different viewpoints, but we would talk and I learned from him and
he learned from me.’ So my thinking would be reach out and be aware. This
became important to us because we lost my nephew in Iraq two and a half
years ago. Charlie, he was killed. He was Navy seal sniper who was killed, but
he also had a great sense of humor. Chuck Heavy was his nickname because
he only drank Budweiser and wouldn’t drink Bud light. [laughing]
We have had that impact in our family. 83 immediate family members
showed up at his funeral and it was amazing. Thank you for listening.
Lynn: You are reminding me, I haven’t thought about this for a long time.
The potential relationship between our learn-to-swim schools programs
and teams around us and I think there is such an opportunity there. I would
like anyone from my area to talk with me. Our pools are not equipped for
teams – warm water and we are short and shallow. We cannot do that and
are not interested in team programs, but that in between age? I think there
is a huge opportunity there and I don’t know if it looks like bringing in some
of your coaching into my learn to swim facilities, or what – but something
so that we can get our millions of kids in that symbiotic relationship. I will let
you work that out. I mean, how many USA swim teams are there?
Bob Hubbard: Oh, swim teams. Again, we want to always be careful of
poaching and not being overly aggressive, but we welcome relationships
like the one we have with Pitchfork Aquatics and we have with Neptune
and there is a great opportunity there to grow together. I think to finish
on some of the staffing questions is, don’t underestimate how little people
know about what having a job means. They need to learn how to work and
that’s part of our job. For many of us, in our world, whether it’s coaching or
turning a swimmer into a coach or whatever, the need to grow and train and
embrace training and put the money in the training. That sometimes is the
hardest thing to swallow and obviously we love the water. We love what we
do and I am honored to have been able to share time with you here today
and we will be here through tomorrow. Thank you very much.
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The ONLY Thing You Should
Say to Your Manager
When You Have a Problem
By John Heggestuen/Business Insider

When you face a problem at work, how you
communicate it to your manager can have a big
impact on whether or not you move to the next
level in your career.
It’s made a big difference in my own career and it’s one of the top things
I look for when I’m considering promoting people on my team.
It’s made a big difference in my own career and it’s one of the top things
I look for when I’m considering promoting people on my team.
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I lead research for Business Insider Intelligence and manage
over 20 analysts and editors. At some point, everyone on my
team has had an issue come up where they asked me to step
in and help out. These issues are usually relatively tough to
solve — otherwise they wouldn’t need to be escalated. And
that means new work and a new time commitment.
A key to getting ahead is understanding that managers often
have an overabundance of employees with problems, but the
people that they most like to work with are those that solve
them. Bringing a solution
to the table rather than a
problem is an indicator that
you are competent and can
be trusted to take on more
responsibility.
It’s really easy to spot competence. It’s all in how you
communicate the problems
you’re facing:

Level 1:

‘I have a problem. What
should I do?’
This is a very junior way to
communicate a problem.
You are creating more work
for your manager because
you are asking them to solve
the problem for you.
It’s okay for entry level employees or employees who
are training for a new role,
but if you don’t get beyond
this type of communication, your career is going to
stagnate and you might even be let go.

Level 2:

I have a problem. Here are potential solutions.’
Just showing that you’ve thought about how to solve a
problem is an indicator of next level potential. You’re still
giving your manager work, but if you provide good options
for solving the problem, then it’s a lot less work.
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Level 3a:

‘I have a problem. Here are potential solutions. This is what
I recommend. Here’s why.’
If you can do this habitually and your recommendations are
sound, your manager will absolutely love you. No matter
what level you are in your career, there are situations where
this is the best way to communicate a problem — some
problems are going to be outside of your purview to solve
and you need a nod from your manager, or the CEO, or the
board before you can act (level 3b wouldn’t be appropriate
in these cases).

Level 3b:

‘A problem came up. These
were my options.
I chose to do this, and here’s
why. It’s handled.’
“It’s handled” is music to a
busy manager’s ears. This is
how to communicate issues
that have come up that you
have authority to make a
decision on. It keeps your
manager in the loop, so if
they’re asked about the issue
they aren’t caught off guard,
and it doesn’t create additional work.

Level 4:

‘It sounds like you are
having this problem. Here
are some options to solve it.
Here is how I can help.‘
If you are anticipating your
manager’s needs and
providing solutions, then
you’ll likely become his or her most relied-upon employee.
This is someone who is operating at the next level. The caveat is that in order to do this effectively, your own responsibilities already need to be handled — otherwise it’s going
to backfire.
Learning to communicate in a way that will get you to the
next level is the easy part. The hard part is developing the
skills to solve problems, coming up with good solutions,
communicating competence habitually, and following
through on what you say you are going to do.
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