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Dennis Pursley
R E T I R ES

The Head Coach of the University of Alabama has
had an illustrious and success filled coaching career.
Most importantly at one of the real crisis points of
leadership in American Swimming just post 1988,
Dennis Pursley stepped up to accept the newly
created position of National Team Director.
cont. on page 5
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Olympic Gold Medalist Rowdy Gaines
Endorses Hammer Head® Swim Cap
Hammer Head® Swim Caps Called a Protective “Game Changer” for all Swimmers
Unbelievable news to share… Hammer Head® Swim Caps
to continue to make a major splash at the highest levels of
the national and international swim community. This week
we received the ofﬁcial endorsement of swimming legend
Rowdy Gaines. If you’re not familiar with Rowdy, he’s been
NBC’s lead analyst and “Voice of Swimming” for seven
Olympic games over three decades. So he’s pretty much
seen it all, and knows a great idea when he sees it.
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“We will soon all look
back incredulously that
athletes ever swam
without head protection
of this kind.”
Rowdy Gaines, Olympic Gold Medalist,
International Swimming Hall of Famer

www.HammerHeadSwimCaps.com
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Rowdy’s one of the all time great swimmers.
Three Olympic Gold Medals, 22 time NCAA All
American, 10-time NSS Individual Champion and
an inductee in the International Swimming Hall of
Fame among many many accolades. We’re thrilled
to have his vote of conﬁdence. Here’s what Rowdy
very kindly says about Hammer Head Swim Caps.
Feel free to share this news …
“I am so incredibly excited to partner with Hammer
Head and the mission to improve head safety.
I have spent my whole life working to educate
athletes and families on the importance of staying
safe in, and around, water. As much as we love
seeing our children and young athletes enjoy
recreational or competitive swimming, it’s critical
that we all understand the risks of head injuries
and concussion are just as great as they are on
the football or soccer ﬁeld. Swimming is a contact
sport. And we need to protect swimmers. It’s just
that simple.”

“The Hammer Head®
Swim cap is nothing
short of a game changer
for all swimmers.”
Rowdy Gaines, Olympic Gold Medalist,
International Swimming Hall of Famer

HIT Honeycomb Impact Technology®

To place an order visit
www.hammerheadswimcaps.com
or for team or bulk orders call
1-888-842-5151 to be connected with a
local Hammer Head sales representative.

Hammer Head Swim Caps are ideal for every age of swimmer, triathletes,
synchonized swimmers, divers, water polo players and other aquatic athletes
seeking conﬁdence in the water from improved head protection. Caps retail
for $34.95 and are available in three sizes – large, medium and small. Colors
include black, red, pink and royal blue.

www.HammerHeadSwimCaps.com

Dennis Pursley
RETIRES

He

made that job his own. He displayed determination, courage, willingness to confront
those “not on the bus” and internal battles with an administration that did not welcome the
strong coach leadership that Dennis represented. The international powers that be would soon
find out how strong and outspoken he would be also, on issues from athletes rights to antidoping. He was very unpopular in Lausanne in the home of FINA. Thank God.
Former ASCA President and the Chair of the International Operations Committee DOUG INGRAM
and myself envisioned and politically engineered the creation of that position, so we know full
well the difficulties and challenges, and the importance, of that strong Coach Leadership in keeping the USA in the international swimming lead.
Coach Pursley served the American Swimming Team in the best way possible, with the kind of
strong leadership that demonstrated what leadership by Principle meant.
As you retire, Dennis, know that you forever changed the face of American Swimming and all of
us appreciate it. We still lead the world today, based on the foundation and direction that you set.
THANK YOU.
John Leonard,
Executive Director, American Swimming Coaches Association.
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LIA NEAL
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NEW

A SUIT AS TOUGH AS YOU

Discover more at FINISswim.com
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We went to a colleague’s Athletic Hall of Fam
induction ceremony Saturday. It was an eye opener. It
clearly exposed the value of and need for community
in our lives that sports generate. Craig Carson was
honored at the 28th Annual Liberty Union High
School District Athletic Hall of Fame for his decades
of service to his community as a high school swim
coach. Inducted with him were several athletes,
supporters and community members who each in
their own fashion helped make the high school sport
experience one that had tremendous value for a
variety of reasons.
None of these athletes eventually became professional players let alone Olympians. Yet each clearly
discussed how much the process of learning and
playing, coaching and supporting high school sports
meant then and means now to them. We witnessed
a few tears and lots of laughter and much gratitude.
It was an entirely energizing experience to witness.
There are many such Hall of Fame institutions,
often associated with schools and some with a
variety of Associations and of course the professional Halls. What struck us were at the local level the
impact sports and coaching had made. It reminded
us that as swim coaches we still have value to add
to people’s lives regardless of how fast they swim.
Watching the festivities the other evening made us
realize that in our sport times really don’t matter all
that much…sure they do at various points in time.
However, in our experience the real value comes
from the team – the coaches and teammates and
supporters (usually parents).

The Value of
Community
Don Swartz
ASCA Hall of Fame Coach

We think that while the record boards we all keep
have their purpose perhaps an even better measure
of our team’s growth and influence would be a HOF.
Some teams have been around for decades; there
surely are HOF candidates from those decades.
When you recognize them you instantly give credit
to the process of your team’s value…
And make no mistake; humans love recognition; we
thrive on it. We treasure being a recognized member
of our community.
Have a great day at the pool…a Hall of Fame Day!
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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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THE EduCATION ROAd
TO LEVELS 3, 4, & 5
First, if you are already certified at Levels 3-4-5 via
your Athlete Achievement, Education and Experience,
nothing changes. No need to do anything!
As of February 1st 2018, ASCA now recognizes Education as its own
Category!
The three legs of the certification stool have always been EDUCATION,
EXPERIENCE, and ACHIEVEMENT. *If you gain a Performance Level 3-4-5
certification, you will receive the traditional ASCA blue and gold certificate.
If you do not yet have an athlete at the required Achievement Level, you
can still have access to Levels 3-4-5. They will be termed:
“Level 3 Education – USA-Swimming” (or whichever level you earn in
whatever category you primarily coach.)
*If you gain Education Level 3-4-5 certification, you will
receive the new ASCA red and gold certificate.

3 4 5

Requirements for Level 3
Education Category:

Requirements for Level 4
Education Category:

Requirements for Level 5
Education Category:

Completion of all Five Required
Education Courses and 3
Continuing Education Courses
of the available list.

Completion of all Five Required
Education Courses and 4
Continuing Education Courses of
the available list.

Completion of all Five Required
Education Courses and 5
Continuing Education Courses
of the available list.

So, no need to wait for an athlete achievement for access to our upper three Certification
Levels. You can access them NOW through meeting the above requirements. This recognizes
that you are highly educated coach and should be rewarded as such.
In this way, while you are still working on your athlete achievement levels, you can be recognized
for your commitment to your profession through your education. Education is one of the tools
on the way to being recognized as a Great Swimming Coach! (Think of it as the brain surgeon
who hasn’t done any operations yet, but has completed the highest level of study required to
begin doing so.)
Remember there is *NO change to the current 32 year system of Achievement-Based Levels
3-4-5. This is an opportunity for many more coaches to be recognized.
*Important information to know.

AMERICAN SWIMMING
COACHES ASSOCIATION
swimmingcoach.org
(954) 563-4930
(800) 356-2722
5101 NW 21st Ave, Suite 530
Fort Lauderdale, FL 33309

The Para-Swimming Model
Why You Should Be Offering Para-Swimming
Peggy Ewald
Peggy Ewald: My talk this afternoon is the Para-Swimming world and why
we should be offering Para-Swimming. In the Para-world what we do often,
is use what we have. I am Peggy Ewald. I have been with US Paralympics
since 2003. My traditional coaching experience comes through YMCA, USA
swimming, high school, intercollegiate swimming, and I just recently retired from my college program after 15 years of loving that group of people;
in addition to working with Paralympics at the same time. I have had the
pleasure now of being a consultant for U.S. Paralympics and team USA. Now
in my new realm of coaching, I am here to basically ask you to consider
Para-Swimming in your programs. Show of hands how many of you have
a Para-athlete in your program right now? Wonderful -- that is terrific.
Hopefully by the end of this you will have some additional information that
will help you gain the confidence of being able to take on that group of
special people who can help grow some opportunities for you and for them.
Today we are going to be looking at the benefits of working with a non-traditional swimmer; a Para-swimmer, and how that can fit into your program
that you are already doing with your teams right now. The main benefit
-and I think they are extensive- but, we are going to be looking at 10 main
benefits to having a Para-group in your program. Basically, it is an untapped
market. It is a large market of underserved population. It brings diversity to
your team, to your athletes, and to your community. It opens the door to
potential grant monies that you might be able to help upgrade your facilities, you might be able to expand facilities and it gives you a little different
door to open up some of those. It is going to create new unique revenue
stream while serving this under such population.
There are many groups and many supporters who will donate to you if you
are including these people into your program. It is going to help you create
some revenue stream into your program. It is definitely an opportunity to
grow your booster club program if you have one. If you don’t, it might be a
good way to have them. Parents of Para-athletes are used to having to do a
lot to open the door for their athletes. They may help you as a club to open
some doors, as well. It is going to give you some increased media coverage and promotions and exposures of your program not just your Para-athletes but your whole program. It may draw attention because they will be
competing regionally, perhaps nationally and, hopefully, internationally as
well.
It increases the potential to work with and develop national and world class
athletes who will bring prestige to your program if they advance up the
pipeline. It opens up that national and international level of experience for
your coaches and for your swimmers and that might not be open to you
on the traditional side. Let’s look at the Olympic side of things. Not many
coaches have access to that Olympic stage to the natural coaching realm. In
the Para side, a lot of our Para-coaches who are on the international team
USA game staff would never had the same opportunities without their
Para-athletes. It is an opportunity for coaches to grow, as well. It does
enrich your program for future growth and for talent resources. It is
something that you don’t realize it is happening while it is when you have a
Para-athlete in your program.
Then the last thing that is going to be unfolding today that we will share
with you a little bit more about it is the motivational time standards for

Para-athletes. It is going to open a door to qualifying for some higher level
meets and they are going to be qualifying, not just going to be given what
we call a sympathy card into the meet. They are actually going to be qualifying
and participating with time standards that they have met. It gives them
the opportunity to compete with their peers at a high qualifying meet.
Those are the main overall benefits that we are going to look at today. The
initiatives are going to benefit all stakeholders and the number one stakeholder
obviously are your athletes, your swimming programs- whether they be in a
club, high school, collegiate- whatever; it is even Masters.
All of those programs are going to benefit from it. Coaches are going to
be able to benefit from it, swimming organizations such as YMCA, USA
Swimming, High School Federation of Swimming, NCAA Collegiate
Swimming and Masters Swimming. Your fans of your programs or of your
athletes are also going to benefit because you are going to be able to
increase the media exposure. Again, they are going to benefit from some
initiatives that you are able to institute. Sponsorships; how many sponsorships does your club have right now? Are there local companies that would
sponsor you or help your athletes, your Para-athletes and your traditional
athletes by connecting and giving them more exposure, more viewers
looking at them as well? And then your community; it is a win-win for your
community when you are including all areas, all markets.
We will be looking at those particular areas, but I want you to understand
that everybody who is a stakeholder in these initiatives are going to have
some benefits come out of it for them. This is a picture of a lot of our
Para-athletes and there are I think seven different sport classes represented
in this picture. And ultimately, they want to have just as much fun as the
traditional swimmers in the water. They are all seeking the water as their
sport. Again, what does the market look like? That is basically up to you
to help create your landscape. It is going to be built upon the demographics in your particular area. What other programs are in your area? What
other community services are already being offered? What are some of the
hospital rehab centers that are in your area? What are the other programs in
your area? You are going to be able to tap in to whatever your community
demographics offer you.
We want you to be able to connect and partner with all those local
communities. There may be even some specialized sport programs and
adapted programs in your community. Partnering with them can help.
The average age of a Para swimmer is going to be very similar to the traditional side of swimming. I think if you were to look at USA swimming
and the Olympic athletes and then you look at the Para-athletes, you’re
going to find a very similar group of people. It is simply that ours have an
impairment in addition to that. It’s going to include the physical sport
classes that are labeled S1 through S10. It’s going to include the visual
impaired athlete which they are sport classes S11 to S13. And it will include
the intellectual class of S14 that has an IQ of 75 and below. That is what the
actual market can look like.
Note that the deaf, in and of itself, is not an eligible class of viable sport class
within US Paralympics. It has its own federation, its own organization. If you
have an athlete that has another impairment with that, then of course, they
are included. We have a few of those on our national team who are deaf
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and visually impaired. If it is just simply that they are hearing impaired, that
is not enough for them to be included into the US Paralympics or World
Para-Swimming eligible impairments. What did the US Paralympics team
look like when we went in to Rio? We had 17 athletes from USA club teams.
They earned eight gold medals, 11 silver and four bronze. We had seven
athletes from collegiate programs/USA club programs that they might have
swam with in addition in the off season. They earned six medals and two
bronze.
We had five athletes that were in high school representing their high
school and the USA club team. They earned two bronze medals. And we
had three athletes that were independent or unattached type athletes and
they earned one bronze medal. This is what a market of Para-swimmers that
went in to Rio looked like at that time. Now, this is what our national and
emerging team looks like as of last fall. New statistics will be available sometime soon. In USA swim clubs, there were 10 national A team members,
three national B team members and eight emerging team. Collegiately/USA
club teams, we had 10 athletes. Again, five national A team members, one
B team member and four emerging teams. The high school area and USA
clubs had 20 athletes again the grassroots are growing. These are athletes
that we are trying to bring up the pipeline and move them up.
We had six national A team members, one national B, and 13 emerging
members and we had no unattached athletes. They were all with a
program which validates what we as USA Paralympics are seeking from
our club teams, high school teams, collegiate teams. We want them with
professional coaches. We want them training with their teams and with
their peers. This is a good example of what the market did look like and we
are obviously trying to grow that and hopefully through US coaches we are
going to be able to do that. The revenue stream this is actually our team.
We were in Houston doing our training camp prior to leaving for Rio and
you can see all of the different sorts of impairments here. But this was what
our market looked like going in to Rio and the revenue stream options are
pretty vast. All profit and non-profit organizations are looking for ways to
generate funding. They are looking for ways to support their efforts in what
they want to develop within their programs.
This is another example of eight different Para-athletes. Just letting you get
a little bit of a feel for the market that is out there and the different sport
classes. Sources of some increased revenue streams these are going to be
obviously dependent upon some of your area organizations. But, you want
to seek donors and supporters of your program already and then seek some
new ones. They might be associated with that Para athlete. For example,
with prosthetic companies that make prosthetics it is not unusual for them
to donate prosthetics to a Para athlete who is in pursuit of achieving higher
standards of excellence within your program. They become a direct opportunity for you to partner with. Booster clubs we talked a little bit about; you
may have a special group within your booster club or your parent club that
can help service your Para-athletes. Diversity initiatives; how many of us
have the kind of zero dip entry into our pool? How many of us have the best
locker room situation for a Para athlete who needs to transfer from a chair?
Maybe having a group within your facility will open up a grant situation for
you to apply for some funding to improve those things. Inclusion in their
initiatives; what is out in your community? What is associated with your
school systems? Where can you tap into these people? Are there colleges
local? They might want to take on a project for you and help you? I have had
engineering students on my team who have created all kinds of fun things
for Para-athletes and they have done it as their senior capstone projects.
Right now, we have a project that was done last spring that they are trying
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to get patented it actually allows like a sponge system that comes up from
the bottom of the pool that will notify a blind athlete that they are coming
to the flag zone rather than a sprinkler or a tapping bar. All your athletes
could benefit by having to swim through that, but it is not going to hurt
them in the process. It doesn’t impede anyone else’s use of the pool.
You can tap into resources that might help you figure out what to do such
as this. You know I had to ask a couple of other coaching friends, “Okay what
are we going to do here? What do we have? Let us make this let us fix this
problem.” That is kind of what Para-Swimming does is you go out into your
community and you are going to have people who are willing to come in
and help you build what you need, if there is something physically that
needs to be built. ADA compliance of facility in grants; there are a lot of
these that people do not tap into. A lot of this goes unawarded because
you don’t know that it is out there and available. Tapping into people within
a college setting or a high school setting, who know how to write grants,
might be a connection for you to get something done that will help your
program and your facility grow. Unique clinic programming; I think that is
probably one of the easiest to start. Swim lesson programs, all swimmers
start somewhere.
How many Para-athletes go through a swim lesson program but they are
never invited to the competitive swim team? Again, if you can focus on
what their needs are and maybe develop a separate little Para team within your team to start that is an avenue that you could be giving them the
next step to a competitive team. Outreach programs; you may be able to
tap into some other outreach programs within your community. Charter
schools; they are always looking for organizations for their athletes or their
students to come into. They are also very supportive usually when they find
an organization willing to work with them. Home schooled kids; this is a
big area. We have a lot of our Para-athletes who are home schooled and
they need recreational activities. You could be partnering with them and
bringing them in.
Sports camps; run a specialized sports camp in your area for any disabled,
any impaired athlete and run it as a separate entity. Or open it up to all and
then have a specialized group that might be able to offer the same that
you are doing for the traditional group with them and then integrate them
into your traditional group of athletes. All things that you could be specially
programming within your program that you are already offering and it is
as open minded as you are. You have a lot of different opportunities if you
are just creative. Increased media exposures probably the next really big
initiative if you can widen your club identity and brand recognition you can
do this using US Paralympics media and their press releases. If you have an
athlete on one of those teams by all means tap into that, send out that same
copy, share it with Facebook, Twitter, whatever social media programming
you have within your club. You have direct access to use what is already
being produced by US Paralympics promoting swimming if you have that
athlete on that team.
Currently, US Paralympics reach directly to Para-athletes. 450 people each
type of release is shared on US Paralympics’ Twitter to 42,300 followers,
Facebook 195,000 followers in addition to all the other US Paralympics
swimming accounts that go along with it. If you had an athlete on this team
look at how many other people viewers are going to see you that will see
your athlete? Because they will list their home town sometimes they list
their team. If you are a coach on that team you are going to be listed as part
of staff as well and you can promote that. You just increased your media
exposure and you have been able to do it in a professional manner. You
didn’t have to do anything you just shared this that is already produced;
okay, another really great way to increase your media exposure.

A few other communication and marketing initiatives that you can take on
or targeting special interest groups any kind of news or press releases that
special interest groups, produce already try and get a clipping into those.
We currently are working to be able to get news releases on a couple of
our avenues of programming. For example, CCSA just released an interview
that I wrote with one of our Para-athletes who swam Division I and swam
in three games; seven medals I believe if I have the count right. That went
out to over 600 and some college coaches that is now being shared with a
lot of clubs that also were part of that athletes’ history or anyone that wants
to share that you can pass that on. Another avenue is tapping into those
special interest groups that you might have association with. Emailing;
being able to email out to your entire LSC or out to different Ys or different
programming in your community if you can get those emails or get associated with those people another avenue club website. Put up as much as
you can.
Anyone that clicks on to your link could see a special blurb on your Para
group or your Para accomplishments. Fliers; is anyone using fliers within
their facilities where you actually put a physical piece of paper out? Okay
another special interest flier that could go out to members. Social media is
as big as you want to make it. I am as they called in the Millennial talk this
morning, I am one of the old coaches, as you can tell. I have my notes. I am
not following them right now, but it is my backup. It is my comfort zone or
having them in case I forget what I want to say next. But, I think with social
media, my generation might not be as tapped into it. But I am sure you
have someone associated with your program who is really good about that
Twitter and Instagram or whatever it is. When you have your Para-athletes
out and you are tweeting about your traditional athletes, don’t forget to
send one that also highlights them because more exposure to inclusion is
great.
Doing presentations in your local area; I am asked all the time. At the
college, I was asked all the time to come into classes and give talks to the
PT school. I presented to the nursing school. I presented to the engineering
school because they all have different apparatuses that they could perhaps
do a capstone on. You can start presenting and then actually including your
Para athlete to talk about their experiences, as well. Don’t discount those
things. Video production to share in a community; currently I have a doctor who is working in a rehab center for newly spinal cord injured persons.
He has a large group of youth and he would like to produce a video of how
my initial introduction into Para world was through his spinal cord injury
and a high school athlete. He would like to go back to some of the original
footage we have of him and produce a video and include some of the newly
impaired athletes and put them in the water.
And to show that in his rehab introduction for parents to see that their
world hasn’t ended; their sport world can continue. That is another avenue
that you might be a part of. And then of course, athlete and coach appearances; it is not unusual for a Para athlete to be asked to talk to groups. It
is not unusual for coaches to talk to groups. So those appearances are
important and they can really increase your support system of building a
program. Developing elite athletes; every program wants to develop their
athletes as far as you are able to take them, whether you are coaching
below Eight and Unders, you are going to learn to swim, or you are coaching
the Senior group, or whether you are a college coach, whenever the focus is
on performance and seeking improvement- whether you are traditional or
non-traditional athlete.
One of the largest focuses for us at US Paralympics is supporting teams,
supporting athletes to improve and hopefully get to that world stage and

compete for team USA. Some of the exposure that your athlete and your
coaches may be offered once you have athletes moving up the pipeline is
exposure to elite level support systems through US Paralympics through
their Olympic Training Center. When I first started I was invited to a camp
at the OTC and I learned race analysis, I learned a lot about sport nutrition,
recovery systems, and how to adapt workouts for the Para athlete. We were
put into the pool, it was just enormous for me as a coach. How else would I
have ever gotten there? Wouldn’t have gotten there at the current time of
my high school position or my club position through a traditional athlete.
But I got there through my Para-athletes sooner than I would have through
my traditional athlete.
There are coaching education classes that are offered through US Paralympics and you can take those. There are athlete support services if you have
an athlete make an emerging team or a national team. There are always
training camps and clinics held at the OTC and around the nation that they
would be offered to attend. The exercise science piece of learning race
analysis, recovery processes, and nutrition for your athlete when you
reach a certain level; they start a protocol for you. They are put through a
battery of different tests and they start the file and they start tracking and
start helping support those advance systems for that athlete. They work
with home coaches and track practices, like we did this past month. We had
shared folders with home coaches. The coaches could upload the workouts
that they wanted us to implement for them for their athlete while we were
in camp for a week and then during the meet.
We uploaded all race analysis for them and video of their races. They had
access to that immediately, as soon as we could get it uploaded. These
are services that we are trying to afford the athletes who are making and
representing team USA. As they move up their opportunities move up and
you as a coach are included in that process. Technique for specialized sport
class adaptation; we are offering that. Yesterday if you participated in the
clinic, we had one of our Para Olympians come in who is retired from this
area. We put her through a battery of things in the pool to demonstrate
some of the different adaptations to help soften the learning curve for our
traditional coach who hasn’t worked with a Para athlete. Sports science,
sports psychology: our athletes who hit that emerging level start to be
introduced to our OTC employed sport psychologist. Resources for
handling anxiety, and handling the pressures of representing on a world
stage.
They have access to those people at no cost to them. That is all part of the
US Paralympics swimming budget. Travel, domestically and internationally,
depending on the meet that they might have made or the meet the USA
coaches have been assigned to. Your expenses are paid through US Paralympics and what a great advantage to travel the world. I can tell you I have
been blessed. More doors have been opened to me from my athletes than
I probably opened for them. I have travelled the world with team USA and
have been very fortunate for the experiences as a coach to grow my own
coaching and my own talents through that world. But, as your athlete also
is a part of that, they have the same opportunities that they would never
have if they weren’t being fostered through the pipeline. This is an example
of a clinic that I am currently doing six to eight weeks from now around the
nation. We are almost two years now into that process where I freely come
in if you will sponsor us and you’re in our hotspot area that we think we can
develop and you’ve got some Para-athletes to work with.
I come in free and we offer a free para-clinic to those athletes. Their coaches
are welcome to come and the parents can come and we work with them.
This is one in Florida where the college team at Florida Southern college
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volunteered for the day and we had a great experience. Every athlete was
one on one with a college swimmer and we were giving instruction and
trying to show them some things to focus on as they moved back into
their club teams. So, it is a great opportunity for you, as a club. If we can
get out there and help you we want to do that. Wisconsin, I’ll be in Madison
this weekend doing the biggest clinic we will have done so far. We have
22 athletes signed up, 18 coaches coming in, and about eight parents and
some volunteers. We are going to be over 50 in this clinic and what a great
opportunity. It’s not costing the coaches coming into that or the athletes
anything to come in and get some real instruction and get introduced into
US Paralympics so that they have the grassroots entry and hopefully they’ll
go back into their club teams and they will start developing that and use
some of the advice we’re giving them to move that athlete up the pipeline
and into an emerging our national team. That way we can travel with them
and take them to the grand stage of 2020 or 2024 or 2028, whatever their
age bracket is. Here’s another picture of one of ours. We were in Cairns for
PanPacs. Cairns, Australia and this is one of our athletes. The team coach
working with some VIs, some visually impaired, you can see the tapper
there. He’s waiting for the swimmer to come in. At the same time, I believe
this conversation actually prompted my picture because Colleen is the last
one to get in the water all the time. She’s standing there getting harassed
by one of our coaches to get in the water and that the practice session is
almost over and she still isn’t in the water. Again, same things you deal with,
we deal with to even on an international stage.
Here’s a Para athlete. This athlete is one of our really big up and coming
potentials for 2020. She’s gone from emerging level to a national level
in one season; she’s just been phenomenal. Some of the resources that
were opened up to her once she made some time standards were greatly
embraced by her and she every time she hits the water it seems like she’s
dropping some time. Her exposure to all the race analysis and nutrition and
sports psychology and video taping of her swims and being able to break
them down with a coach and her home coach, those top-level services that
are given to her and her home coach has really been put to good use. She
has advanced quickly. Her club, her coaches really exemplify the ‘why we
should be offering Para-Swimming.’ She’s a perfect poster child for what can
happen in a short period of time when it all comes together right. All of
these, the chair and the leg are hers. Just because they have a prosthetic
doesn’t mean that that there aren’t times when we want them in a chair and
in a game setting. We definitely will have a lot of our athletes who are using
a chair or a scooter in that so that they are not taxing themselves having to
walk the long walks to dining hall, to transport mall and all that. I don’t think
she uses her chair for everyday use, but it is definitely good when you’re in
a big meet setting.
Here’s another example of a group that we took to Italy as part of a World
Series meet. The meet is one of the International World Series that was put
together by World Para-Swimming to offer classifications to inexperienced
countries during a quad. It’s been a great opportunity for Team USA to take
a small delegation of athletes to these meets and to get them reclassified,
because they are all being reclassified in this particular quad before the next
Games. If they are going to compete, they have to be reclassified to get
everyone on the same system of classification protocols. This really serves
for us as an opportunity to give our emerging athletes, as well as our national team and our experienced medalists, an opportunity to learn from
each other and gain more experience in preparation for 2020. I can tell you
we did not have as much of this back in leading up into 04’ and leading up
into 08’. Started to happen a little bit more and 2012, we had some more
international meets but really took off in 2016. It has become a huge
advantage going into 2020. Our athletes will be experienced at village life,
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at international travel, what to do, what not to do, and how to deal with all
the differences in food when you’re abroad. You don’t get all the comfort
foods of home. How do you deal with the language barrier? How do you
deal with different time zones? They are getting all that much earlier in their
careers than used to so they’ll be much more prepared for 2020, 2024 and
on. A great opportunity as US Paralympics grows from connecting more
with club coaches in the grassroots.
So is the opportunity for medaling in Games for Team USA. I want to share
with you ‘On the Road to Rio.’ This is an example, if I can get this playing.
[Video playing]
Okay, as you can see, it, it’s pretty parallel to the Olympic side. That’s one of
the main things that we want to stress is that Olympics and Paralympics,
the ‘Para’ means parallel. Our goal is to increase the knowledge across the
US and understanding that what’s being done on the Olympic side is being parallelly done on the Para side, as well. We want your involvement to
help grow that effort so that we can have more athletes in our pipeline.
But training with your clubs so that they have professional coaching at the
more grassroots level, so that when we get them, they are prepared for
those world stages better. As a coach, the next incentive for the stakeholder
is, you obviously as a coach and when you’re working with a Para athlete,
you know the challenges for you to get out of your coaching comfort zone
is probably the biggest thing. Most coaches shy away because they are not
as confident and feel like they have this traditional knowledge that works.
How do I know what’s going to work with a Para athlete? You are not going
to know.
I didn’t know how I was going to get this on either. But I found a way you’re
going to have to be resourceful. You’re going to have to do some trial and
error, you’re going to have to be willing to fail. Something that we teach
our traditional athletes is how are you going to get better unless you’ve
learned to fail? You’ve got to get out of the comfort zone. If it doesn’t work
the first time, we go back to the drawing board and we look again and we
try and find another way. As a teacher, those are my roots. That’s all I feel I
am doing all the time is if I have a student who didn’t get my message the
first time, what do I do? I go back and find new words for the same thing.
Describe it in another way. It’s the same with technique. It’s the same with
the Para-athletes. If it didn’t work the first time through the ways you have
traditionally been teaching, then you find a new way or a new resource or a
new tool to make it fit.
I am encouraging you to allow yourself to take what you know and just expand it a little bit and be okay with being a trial and error coach. You have
the opportunity to potentially be on the coach travel list as a coach to a Para
athlete. I don’t have to be a part of Team USA’s coaching staff, but if I aspired
to want to go down that route- whether I have that particular Para athlete or
not- I could be on a trip list to a meet that that athlete didn’t get assigned to
or didn’t qualify for. When you do have the opportunity to experience and
do that, you go through the course and you take that test. We have three
different levels within US Paralympics for coaches and it’s based on the
experience of your team USA Paralympics meet experiences. You are either regionally Can Am or just turning into what we call our national
competitions. You would be as; assigned as part of the staff for that meet.
That’s a level one accomplishment with the educational pieces, too. Then
you might be assigned an international competition and that will move you
up into a level two. And if you go to a game as part of the staff, then you
move to a level three.
We have more coaches in level one and two than we have in level three,

just like our traditional side of team USA would have. There are a variety
of positions as a coach that you could fulfill; head coach, Team Leader,
assistant team leader or assistant coach. You could be a PCA at times, we’ve
had that special situation. You could be assigned Exercise Science or sports
scientist, which is one of my specialty areas I enjoy. I spent the entire quad
between 12’ and 16’ doing strictly Sport Science. In this quad, I’ve taken on
multiple roles because now I am retired from my college position. I’ve taken
on some more coaching, more race analysis through the exercise sports
science fields, but also the consulting piece of education. So again, you have
other opportunities to move up on a trip list, which might not be available
to you on the traditional side of Team USA. Skills adapting are adapted to a
sport class need. I wanted to give you an example I have a video here I took
in camp in Australia. A good example of a lower-class athlete, a spinal cord
injured athlete who’s in a chair, and it just kind of shows you that as a coach,
there’s no way you’re going to know that stuff until you see it. There’s no
way until you’ve worked with one of us who’ve been there, who can shorten
your learning curve, and just being creative. You go to your first Para meet
and observe. You are going to see all sorts of things that you, the light bulb
goes on for you. Oh wow, I never thought that that would be an option.
[Video Playing]
A little explanation, this is an S2/S3 classification and these are some of
our very lowest class athletes almost all paralyzed in some fashion. This
particular athlete has what we call an assisted start, she can start from the
deck, she can start in the water, she can start assisted with her feet held
to the pads. That’s very common start for some of our very lower classes.
There’s a variety in and I just wanted to be able to show you that, again,
grows you as a coach to know that there are other ways to do things other
than what we know traditionally. Here’s a picture of our staff in Rio again.
You can see we come from all different areas of the country and we come in
and this is what you might have available to you as a coach. If you become a
part of the coaching travel coaches list, so for some reason I never did hear
the story. Maybe Queenie will know. This is the director of US Paralympics
swimming, Queenie Nichols. She came along to support me today and if
you have any particular questions at the end, you can you can talk with her
or I.
Queenie: That was the first Games where we’ve had that and I have been at
three Games so far and that was it was kind of the surprise, what color did
you get? What color did you get? You know, so again you as a coach you get
all the grabbing gear and, and swag that the athletes not quite as much as
the athlete gets but you do get swag.
Peggy Ewald: Club development, again for your club, this is the Olympic
Training Center’s strength and conditioning facility, which I can tell you is
just amazing and so fun. I took my college team for our winter training trip
out there two seasons ago and we had a blast. It was just a lot of fun to be
in such an elite place with such great tradition, but again these are things
that might become available to your athlete or maybe to your club. This
is a picture of basically showing how your athlete, your club, your coach
could be represented at a game setting. There’s nothing better than to
have your athlete there and have the national anthem played. It’s just an
amazing feeling, so again, opportunity for growth for your club to be
recognized that you had someone there. The next thing that I want to
talk about is USA Swimming has been working very diligently to set up a
parallel time standard motivational time standards for Para-athletes to be
worked into qualifying meets. To be able to earn their spot to, to go to these
qualifying meets, Jim Peterfish, if you could come up. Jim is a disability chair
for Ohio and also works on the disability board. I am going to let him share

with you a new initiative that’s coming out this month.
[Off Topic Conversation]
Jim: I want to thank Peggy for allowing me to step into her presentation
a little bit. My name is Jim Peterfish. I am with the US Swimming National
Disability committee. And in the next couple of weeks here at the
convention, we will be unveiling these motivational time standards for
para-athletes. The intent here is really to be an introduction and maybe
even a little bit of a teaser because these are not going to revealed until the
convention. However, for you folks that are here, if there is anybody who
wants to leave their email address as soon as the convention happens,
we are going to be sending these out to all the disability chairs from all
the LSCs. They will have it and hopefully be able to put them up. They will
obviously be put up on USA’s swimming website, as well. You can get them
directly if you want because they maybe a little bit of a time lapse. I want
you to understand just a little bit about the motivation for this. Since I
have come on to the committee, I always felt that there needed to be time
standards. If you can think of our sport now as it exists for the
traditional swimmers without time standards for the most part it would be
pretty much chaos. You would have first come, first served for all the meets.
No way of really comparing and reading through athletes of different
abilities. So, the time standards are vital to our sport. In the para-world,
Peggy or Queenie can correct me, but the first set of time standards that
existed for the para-athletes were the CanAm standards. To have a standard
that means you have to be classified. You can’t be classified internationally
until age 12 and you have to be able to swim all the strokes and so forth. The
intent of these standards are to bridge that gap between the typical or the
developmental para-athlete and moving into the realm of the emerging time
standards. When you get to the CanAm standards, there is a there is a wide
gap between CanAm standard and emerging. And to just use an arbitrary
standard of any sort is what’s happening now. In other words, one either
athletes are being provided access to meets or they are picking some time
standards that are not necessarily fair in terms of abilities. For example, this
past summer we had sectional meets and the one in Cleveland, they used
the emerging time standard.
We had one athlete that attended that meet, Liam Smith, who came in with
one emerging time standard and set four American records in that meet.
It’s not quite fair in terms of what the traditional swimmer has to live up to
versus what the para-swimmer has to. So basically, what we did was this.
And this has taken us three years to do as a committee. We put a lot of time
and effort into this and the time standards are broken up into three groupings. We have para one, para two, para three. If you are familiar with the
sports class para one is really para S one to S three. Para two would be four
to seven and then R six and then seven and above would be para three. And
we group those so that athletes of different skill levels or building levels
within the para world can fairly be challenged to meet the standards of their
adjacent or parallel peers.
We have set standards for the local swimming committees. If in your LSC
you have a JO championship or some type of state championship, we have
standards for that. We have standards for the zone meet for the age group
swimmers all the way up through, including senior zones. Then we also set
standards for the sectional level including bonus time standards. These will
all be available for you. We were hoping we could at least show them on the
screen, but they are not loading. We wanted to make sure that first of all that
these standards, they positively impacted the athlete. Meaning providing
them opportunities, as Peggy alluded to earlier, and to fairly compete with
their same age peers. I have never talked to a para athlete or a coach who
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expected a free ride or a hand out. It’s not just a gimmie.
They want to be recognized for their abilities in the pool and to be done so
on a fair basis. We have grouped these standards so that they are challenging. They provide motivation for the athlete to stair step their way up into
National and International competition within the Paralympic realm. We
want it to be a service to the LSCs and the swimming committee. In other
words, give them something to work with one of the things that’s been a
challenge for a lot of the meet committees. For these championship meet
committees it is ‘what do we include and how do we include them?’ These
standards would provide that. We obviously want it to be good for the sport
of swimming.

in the central zone meet. We do it at in Ohio at the LSC level. We had several LSCs that sort of did a beta testing throughout the summer. And the
results we did get back from those who have been have all been positive
experiences.
Speaker: Then we hope to collect data over the next couple of years here.
Going into the next quads so that if we need to make some adjustments
in these standards, we would do so. They are pretty busy. We have got essentially six sets of standards for para one, two and three for LSCs, for zones
and for sectionals. So even if we would show them up there, you wouldn’t
be able to see them that well, but if anybody wants to take a look at this this
is the copy that I have. I will be glad to hang around to at least let you take
a look at these. Thank you.

We want the achievements of these Para-athletes to be recognized within
in the world of swimming. With these standards, where we hope to go with
them is: one is we want everybody in all LSCs, at zones and sectionals, to
pick up these standards and use them for their meets. And two, to be able
to optimally include a separate division for Para-athletes. We have done that
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Hitting the Ground Running
How to Hire, Train, Empower, and Motivate
your New Team Members
Dan Berzansky
Lynn: I have the pleasure of introducing my friend and my relatively new
business partner with my other partner, Georgette; Dan Berzansky. Dan
was actually born in South Africa and then moved to Orange County,
California where he was raised. Dan went to college in Long Island at
Stony Brook University, swam all through high school and through
college and was captain of his swim team. He came home, started working,
went back to Pepperdine, got an MBA, and then in 2001 he started Premier
Aquatics. Many of you probably have lifeguards who have been through Dan’s
training. He has the single largest lifeguard service company in Orange
County and does a lot of work, has a lot of interesting stories, and business
acumen with respect to ramping up his business. He runs many outdoor
community pools and then has this lifeguard training service and does a
huge business that ramps up in February and March. That was when I first
noticed Dan several years ago at the US Swim School Association. I was
interested in how he could possibly scale up so quickly in one season and
train and bring on three or four or 500 young people and great people and
get them ready for an awesome season.
Dan runs many pools around my area. One is about a half mile away from
our primary swim school in Orange County. When he showed up at one of
our swim conferences, I was like, ‘What, really? You are going to be here?’
We met at the pub and we shook hands and he promised he would never
build a swim school in Rancho Santa Margarita. Well he’s not; he’s building
one in Rancho Cucamonga. But the good news is he’s doing it with us. That
is a testament to competition in this environment and how we really are
better friends than we are competitors. It is good that we are all here and
networking. One of the things I like best about Dan is he will share anything.
He is very generous with his knowledge and respectful of the professional
relationships that we all have. Then the last thing that I can say personally,
I find Dan to be a real gentleman and I have enjoyed working with him and
being his friend. He loves his wife, he loves his kids, and he always does
what he says he will do. I am going to get a little teary here. He is just a
straight up good guy and really smart, so here we are. Round of applause,
Dan Berzansky.
Dan Berzansky: So, I am going to jump in, we are going to talk about
onboarding and then from onboarding to ready-to-work. Basically, how we
ramp up and how we get these people ready to work, how we keep and
how we keep great staff is the main premise here.
Now, I love the Fall. I don’t know if anybody else loves the Fall, but I love the
Fall. I love it for two reasons: one, my summer season is done. I know some
of you fluctuate, maybe even go lower in your summer season that move up
in the Fall. But more importantly than just my summer season being done
and the craziness of that, many employees going through our system are
finished. I love the fact that we get to now tear it apart and rebuild it and
make a difference. The one thing that I hope that everybody will take from
this talk is that you cannot be afraid to tear it apart and rebuild it. I know
it’s easy and I know what makes sense for you right now and I know that
there’s- we talked about how I give a lot of people a hard time about legacy
programs- well it’s a legacy program. We don’t make any money on it, but
it’s a legacy program so we are not going to get rid of it. I think that’s crap.
I think that is crap all the way through to the hiring of my staff, training of

my staff, and all the way through to our customers. So, who am I? I own
three businesses now. They are all basically doing the same thing, we just
wanted different names. Premier Aquatics, Premier Health and Safety, and
Premier Swim Academy. My lovely partners Georgette and Lynn are here
and they are with my partners with Premier Swim Academy, which is our
newest venture.
What is Premier? Premier Aquatics is a swim school and a lifeguard service
company and it’s in Orange County, we are the largest lifeguard service company in the county and we have now moved into Riverside and a few other
counties; LA, San Diego. Premier Health and Safety used to be very tight
and tied in with Premier Aquatics. I have since pulled them apart. I have
different GMs running each of the sides of them. We do CPR and First Aid
training classes, as well as lifeguard classes. Leslie’s lifeguard instructors come
to us to get trained and do lifeguard instructor training. We work really close
with other swim schools. We have had a couple of them like WSI classes; we
do WSI, although we do not teach WSI in any way shape or form. We teach
others to teach WSI classes and honestly, I want to have more popular programs or babysitting classes. We do get into BLS and a few other classes, as
well. Premier Swimming Academy is our new indoor swim school, which we
are in the process of building right now in Rancho Cucamonga, California.
That’s actually an old revision of it, but that’s our new swim school that we
are building. It is now a big piece of dirt that will soon be a pool.
For our swim school for Premier Aquatics, we have one main year-round
facility with roughly 20 instructors and 20 lifeguards. We have our lap pool,
we have a recreation pool, and we do have a splash pad. We run it for our
city, but we signed the lease with the city to take over the facility. We run
all the programs, we are responsible for everything from changing light
bulbs to paying every bill and everything in between. We have five seasonal
facilities with roughly 20 swim instructors and then, obviously our babies
on the way. Those seasonal facilities are only open for about 12 months to
16 weeks of the year and then we shut them down. When Lynn said that
we have a facility just a couple blocks from Carolee, we do. It’s a summer
seasonal facility that we don’t do a ton of lessons out of. But, we are the
competition demonstrated. Our lifeguard service, we have six year-round
facilities that we staff with roughly 60 lifeguards. We go from 5 AM to 10
PM, seven days a week, 365 days a year. And then our seasonal facilities, we
opened 34 facilities around the county; in LA County, San Diego, Riverside
and Orange County so that is roughly 250 lifeguards this year and about 289
for lifeguards for the summer season.
Our Health and Safety Training classes are three year-round locations,
which we have in different counties, in different places around the counties. We have 30, 1099 contractors who teach for us. We know they teach for
other people, as well, but we have trained them higher than we go through
the process. They are contractors; I can’t really tell them they can’t do that.
We just pay better so they like to come to us. So, why am I telling you all
of this? Why am I talking about what we have and how many people we
have? It’s because we are discussing our biggest challenges and my biggest
challenges are probably your biggest challenges as well, I would assume?
One is hiring 250 to 300 staff, especially on a seasonal basis, right? I get into
now, and I have got people begging for work, and I don’t have work for
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them because I am still sitting at about 160- 170 people from the summer.
And I only have worked for about 80, right? I am going to lose all those
people. But then you get to January and February, and now I have to hire
all those people back. I have to train all those people back and then some
if I have done my job and got new contracts, I need more than what I had
last year. That means motivating 250 to 300 staff members, retaining 250
to 300 staff members. Our biggest issue is motivation. How do we keep our
team big or small, motivated and excited to come to work each and every
day? I believe, and I know my management team believes, that it all comes
down to onboarding. We are going to jump right into it. Any swimmers in
the crowd? One or two? Everybody know who that guy is? My question is
here to you is when is Phelps the fastest? When is he going the fastest that
he ever is in a race? Say it again.

those staff members from start to finish. Okay. What does an unsuccessful,
un-motivating, uninteresting onboarding program look like? I am going to
preface this by saying, this summer we got into a pinch. This summer we did
not hire enough people at the right time. We moved into this program and
I can tell you because our normal program is a longer program, it takes a
lot more time and effort and money but we needed to get about 50 people
on-boarded today to get working tomorrow. So, we went this route. I can
tell you, I have no question in my mind, if you stood those staff members up
in a lineup and you mixed in my full onboarding to this onboarding, you’d
be able to pick them out of the lineup without them saying a word. The
level of pride, the way they look, and the way they carry themselves was
completely different and it was the same batch. We interviewed them at the
same time, oftentimes in group interviews. Why did that person look one
way, that person look another way? And we will get into that.

Female Speaker: Off the block.
Dan Berzansky: Off the block! It’s off the start. Where does he have the most
momentum? Off the start. The fastest the Phelps is ever going or fastest
that any of our swimmers are ever going is off the block. Now let’s think
about your employees. Think about that 16-year-old, that 17-year-old, that
18-year-old, or that 25-year-old. Think about your first day at your new job.
How did you feel at that point? Anybody?
Female Speaker: Nervous.
Dan Berzansky: Nervous, excited, pumped ready to go, ready to do
whatever I needed to do to do and to do a great job, hopefully, if you are
the right hire. My first job, I can really say I was so confused. I was so lost
because I was coaching a Master’s program at six in the morning in high
school. I was 16 years old. I walk on the pool deck and the guy says, “Alright,
coach them.” Coach them, have fun; coach them. That was it. I don’t know
anything. I was completely confused. I hated the job. I love swimming.
I come from a coaching background. I swam competitively and I coached
summer league programs. I got into my first year-round coaching job,
which was 6 AM workouts with the Master’s program and I hated it. I didn’t
know what I was doing. It really took the wind out of my sails.
I want champions. I don’t want the person who is confused and upset that
they are starting this job and it is not what they thought it would be. I want
champions. I want advocates. I want people that love coming to work each
and every day. People who can, in turn, affect the kids who love coming to
practice every day and love coming to lessons every day. So, I want my staff
to be a certain person and I have very high expectations and I am going to
talk to that in a little bit. I have very high expectations, but have I given them
the tools to succeed and reach the expectations that I have set for them.
Have I even told them what my expectations are? Well, I know I have. I know
some of you have, and I know some of you have not. What do we need to do
to help them drink the Kool-Aid? What do I need to do to get them to put
my bumper sticker on the back of their car? They are an employee. We see
OC Lifeguard, which is a big company. There are beach lifeguards by us and
I was always asking myself, how come their staff all want to put their sticker
on the back of their car? There’s no incentive to do it. They are just proud of
the job. How do we get our staff to put our stickers on the back of their cars?
It’s one thing to incentivize parents and saying, “If we see your car around
town, you will get a free lesson,” or whatever it might be. It’s another thing
that have staff say, “Well, I am so proud of what I am doing. I am going to put
the bumper sticker on the back of my car.”
I believe that the answer is an in-depth onboarding program, which includes
culture training and shadowing. It is consistent feedback reinforced by
consistent incentives. Then it is constant follow up and communication with
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The crappy version, as I’ll call it, is an application. It is an interview,
which is stale and boring; just in and out, I have got 30 minutes for each
interview, let’s just knock them out. I invite them to work, they go through
their training and their orientation and then they get to work now. In fact,
we were telling people at this point, ‘We have got to this point in the summer, your orientation was today. Can you work tomorrow? You are going to
jump in and lifeguard a pool tomorrow,’ whereas other people knew it was,
at least, a three to four-week ramp time. By the time they went through
all the shadowing and all the other stuff that we will talk about, you could
pick them out of a lineup. The difference was so clear, it was scary. Why
would someone choose to run it? I can tell you from personal experience,
I needed to save time. I need to quickly weed out the bad ones and I don’t
want to spend money on them. I am too busy to do anything else. I do not
want to overburden my staff; we are already running around going crazy,
etcetera, etcetera, etcetera. There are probably 10,000 excuses for why we
would treat it that way. I am left with uninteresting, unmotivated, and an
unsuccessful staff. They are not going to last.
I understand even though I am trying to get them through 16- or 20-weeks
season, I still need them to be someone who is excited to come to work
every day and be proud of who we are because if they are not proud of
Premier as an employer, they are not going to do a great job for me out
there. Then, that contract- however much money we are making off that
contract- I guarantee you they will notice and you will not have that
contract next year. So, not only did they cause the aggravation, they cost
you money. Our big thing is PIE, Perception Is Everything, and the scary
thing for me and it scares the hell out of my wife every time I say it, is I
am being represented by a 16-year-old on a pool deck somewhere that I
have not been before. That is scary, right? We hope they make the rescue.
We hope they greet the GM correctly. We hope that they treat that mom
correctly. We have to put training into them so there’s no ‘I hope,’ right? I
want to know that they are going to treat those people the right way. What
does the successful onboarding program look like? Ample time spent on
AdWords, SEO, website presence to make sure you are attracting the right
candidate, which I am going to get into. We have an application; we have
interview coaching, because yes, they just don’t know. We actually coach
them on how to interview for our company.
We interview with real questions and real tasks. If we decline them for a
simple reason, and I’ll get into those in a second, we will actually tell them
why we are declining them. We will give them some coaching and we will
invite them back to come and interview again. If it’s a flagrant foul, different
story. But if it’s something where we say, ‘He is a nice kid, he is just dumb.
He doesn’t know,’ okay, we will coach them and if they can learn from that,
we’ll get them back. It’s hard to get people in the interview. Do we agree?
Why do we just kick them out the door and not give them any feedback

or anything, especially if maybe there’s a chance they can be good or
salvageable. My wife says that about me all the time, I am salvageable.
We do online learning and orientation. It includes culture training for the
company. We do in-person orientation and role playing. We do a parent
orientation. This is not for our customers’ parents; this is for our staff’s
parents. I know, everybody hates me now.
I actually had Ann Reece-Sunderhaus, Bob and Kathy’s daughter, send me
an email saying, “I made so much fun of you about this parent orientation
thing, but then we just have to go through it with the staff members
parent and then go through the whole process.” So, job specific training, job
shadowing, and then they get to work. They do not have to work, they get
to work. It is a privilege to work for us. I hate it when people think that I need
them more than they need me. I want them to be so excited about Premier
Aquatics and coming to work for us every day that it is like, ‘I don’t want to
screw this up.’ And again, the people who have gone through the different
programs, I have some people who say, “Oh man I screwed up. Please don’t
get rid of me,” where I have other people just say, “I am not showing up to
work today, I don’t care.” It needs to be an experience. I talk about this again
and again and again, the whole process of onboarding and training your
staff, it needs to be an experience. It cannot be words on paper, words on a
computer, and just talking at them. It needs to be an experience for them.
We talked about knowledge and then connecting the dots in order to give
them this experience, which they are never going to forget.
The biggest thing we talk about is- I don’t want you to be at Premier
Aquatics forever. There’s 10% of you that I would like to keep forever, 90%
of you, I am happy to see you go in a couple years. I want to give you the
tools to be successful in your next job. I want to give you the tools to go be
successful in whatever else that you are doing and that is a big part of the
experience that we go through when we train. SEO and attracting the right
staff, who are you attracting right now with your website hiring process?
Is it stale? Is it boring? What are you asking for? Who are you asking for?
If someone reads this, if you have got two people reading that, and one
says, “This job’s not for me,” then the other person said, “Wow, this job really
is for me.” Who is A and who is B? Is that person the person you want to be
attracted to your job listing? What do your ads say? I talked about Apple.
Apple is hiring, part time positions available. The best job is the one you
love. Contribute to great ideas, do incredible work, get benefits, work with
top talent, 17 to $41 an hour. There is absolutely no buy-in and this is just
like, show me the money. This is, give me a great experience. I am ready to
be part of that team.
Alright, so interview training. We do spend time on our SEO stuff by the way.
We play a lot with it. I don’t know if anybody else does SEO, spends money
on SEO for hiring, but we are always, always hiring. We are always trying
to keep up so we do have to spend money for it, depending on the size of
your programs. I am not sure if you do or do not. Interview training, why
do we do interview train? Has anybody heard of interview training? Okay,
couple of you. Good. I like it. You ever talked to someone so stupid that they
make you squint? Yeah, I have. In fact, we joke because oftentimes, people
will come into the office, and they will sit down for an interview and our
office manager’s window is a clear window that sits right in our little waiting
room for our administrative office. They will sit on their phone, they will talk
on their phones to their friends about their date last night, and then, “Oh
man, I was drunk.” You are sitting next to the office manager, who’s going to
process your paperwork and oftentimes, our ‘new hire checklist’ that we go
through. So when they give me or the interviewer that interview sheet, it
will already say on the bottom hire, ‘no hire.’ And if it says, ‘hire,’ then they can
go through the normal interview. Otherwise, don’t waste your time. Give
them three minutes and get them out of here.

We can tell that just from the way they interact with our office staff. If you
are shitty to office staff, how are you going to be on the pool deck? You are
here for an interview. Interview training and the interview: keys to success
in an interview and you don’t have to read this one, but I am just going to
show you this really quickly. This is on my website. This is for our prospective
staffing. Go to our website and you can see it there, ‘How to be successful in
an interview with Premier Aquatics,’ dress to impress. Don’t show up in flip
flops and a T shirt. Stay distraction free. We tell them not to be on their cell
phone before their interview. What do they do? They sit on their cell phone
before the interview. Come prepared to make yourself shine. What is your
greatest attribute? I smell nice. You think I am kidding. We tell them how
to be successful in an interview. We tell them, we give them the answers
to the test, and we still have too many that fail. Do your research on Premier Aquatics. We are going to ask you, ‘What do you know about Premier
Aquatics?’ I don’t care if they just say you teach some lessons and you have
lifeguards. Great, you did some kind of research.
But, you need to show me that you have at least been to our website. Come
prepared with questions and the ones that are good. This is directly off our
websites, I invite you to copy the hell of it. Group interviews. We do group
interviews; the size of group is about eight to 10 people. Why do we do
group interviews? I can get 10 people in the time, same amount of time as I
could have gotten two. I see how these people interact with one another. It
saves my staff time and saves my administrative time. Right away, I can tell
who is going to work and if you cannot talk to the other peers, you are not
going to be able to talk to parents when you are teaching swim lessons; it
just doesn’t work. I give them an opportunity, where it is not ‘one on one,
scared as hell in an interview room.’ Right now, we are playing games. We do
introductions, participant introductions, team building games, charades,
and we do all these different things. It is a fun experience for them. They
know, ‘This is the company I am going into that needs to be fun and I need
to be engaged and I need to be more than just bump on a log.’
Individual questions- we give them all these things; we do role playing.
Right away, out of the ten, we will hire three. But now, I did not have to
do five to six hours of interviews. I have learned all that one hour. The job
offer: very clear expectations, very clear responsibilities. Every time we
assume that they think they know something, they make me squint, let’s
just say that. Very clear expectations, clear responsibilities, and a clear
path to starting work. Alright, I have gotten the job offer, what do I have to
do now? We use Bamboo HR as an HR system and it literally gives them a
checklist. As they go through it, they complete one thing and they get an
email saying, ‘Great, you have completed that. Next thing’s up, next thing’s
up, next thing’s up,’ and they literally just have to march through it. In our
expectations, if you don’t get through your bamboo checklist within the
first two weeks, your job offer is rescinded because we have people come in
four weeks, five weeks after the interview and go, “Hey, so I got a job offer,”
and we haven’t heard from them in five weeks. They have not returned a
phone call, no email, no texts, nothing.
Then, we hand hold through the first six weeks. We do two, four, and
six-week check-ins. We actually have a customer experience manager/
employee success manager that literally will call them and say, “Hey John,
tell me about your experience, how have your first two weeks been? Any
questions for us? Anything that doesn’t make sense? Anything that we told
you not the same as the way it is?” We get questions all the time that are
really, really good questions. And I’ll tell you our employees, we have an
employee portal, which is on the back page of our website. It is password
protected, where it gives them every answer to everything they could
think of in every facility because let’s say you are covering a shift today and
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you have never been to Laguna Woods pool. Why? Because you work in a
different city. You need to show it to pool one and know exactly what to do.
We use our employee portal for that. Every question came from that two,
four, and six week check ins, every one. That way they can go and they can
look at the rules beforehand. They have got you know key codes to pull, the
lock boxes, and so on and so forth.
Orientation: virtual training and why we do it. We want to put our best foot
forward. We want to look more professional than we are. I heard someone
talking about, ‘we want to look like an Enterprise business even if we might
not be one yet.’ So, when we have these automated systems and these
training programs online, they really make us look better. Then it automates
what we are doing and makes sure everybody is getting the same type of
information. What I found was depending on the trainer that I had in with
my staff, I was getting two different employees because he was saying one
thing and she didn’t think that was important. It is very important to me, so
we put it in online automated training where it can’t be screwed up, unless
they just don’t do it. Same training for every employee. We weed out the
ones that do not make it because, again, we are giving them some barriers
to entry here. I know we talked about not having barriers to entry, we do
give them some. They have to follow directions in order to get through the
hiring process. That is designed on purpose. We could just invite them in
and have them do it right there and then, it’s done. I want them to show me
that they are an adult; I want them to show me that they are or they are not.
If they cannot make it through the hiring process, we are in trouble. How do
I expect that person to jump in and make a rescue, perform CPR two weeks
from now?
I want to make sure I cover my ass. I want to make sure that again,
everybody’s getting the same information. Sexual harassment training;
I had one of my managers that was skipping sexual harassment training
altogether. She was having too much fun talking about other things; there
was no time in training, so she skipped it. No one wants to skip sexual
harassment training. Let’s see. So, what does your initial training look like?
[Video Playing]
Dan Berzansky: Okay, so I have seen orientations that look exactly like this.
Then, I have seen orientations that look exactly like this. I have seen both
kinds of patients, which one do you think leads to better success in the work
environment that we are in? Okay, clearly, it’s number two. Alright, online
learning and orientation. Keys to successful online learning and many of
you already know this, are using lesson plan templates and share them with
the students so they know what to expect. Anyone done the new Red Cross
lifeguard learning module? Yeah, I saw from the looks on some of your faces,
but they are getting better at telling you what to expect and getting an idea
of how long it’s going to take. Our old one, we used to throw it at them;
they didn’t know if it was an hour or five hours so we want to make sure we
really spell out the template and what they can expect from each section.
We want to clearly define the goals of the course; we want to share content
in small batches because they get confused.
Push and pull information. It is not just a matter of talking to them, it’s
asking questions and pulling information from them on that online training
as well. We want to test the knowledge often. You do not want to give them
10,000 items to think about and then test them at the end. I want to give
them a couple items at a time and test them each and every five minutes,
every 10 minutes.
Dan Berzansky: Take feedback and adjust learning as needed. We change
our training all the time. I said it before I love Fall because we rip it apart
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and we build it back up again. We take feedback and we adjust it all the
time. Anybody who quits, anybody who leaves, I want to know why you left
and I want to be able to fix that so you do not leave next time. The same
thing goes for our training. People go through the training like you know, “I
learned a lot but this didn’t add up to what I ended up at. You told me it was
going to be this and then really it was this.” Alright, let’s tweak it. Let’s look at
it and let’s change it. The two systems that we spent a lot of time researching, and I know a few of you use Whyze, and then concentric labs. Ken is
with Fabric. I know this one school association is using Fabric now. Fabric
is, just my own two cents, a lot more confusing. It does a hell of a lot more.
Whyze is super simple, super easy. You could create a course today and have
your staff working on it tomorrow. Easy, no question, no training needed.
On Fabric, Ken had to create our courses for us. We put them in PowerPoints
and Ken had to actually go in and make them. Once they were made, they
were great. But it wasn’t as easy to change as we would have liked. Now
Concentric Labs are Fabric, they can do text message alerts and things like
that which we like and is why we are on it.
Female Speaker: Whyze corrects things and send out certificates?
Dan Berzansky: Yes, these online learning platforms are really great. Yeah,
they give you certificates. They give you feedback on when your staff are
failing or not failing, they give you certificates, ‘so and so is 50% complete,’
or whatever it might be. It is all in it. It is really good. Whyze is cheaper than
Fabric, but again Fabric we felt could do a lot more. And we were able to
tie Fabric in with our other systems that we built, which I will show you.
So, parent orientation: what is it and why do we do it? It’s an in-person or
online course. We offer online through Fabric or we offer in-person, where
do the parents go? What do they choose to do? What do you think? Online, raise your hand; in-person, raise your hand. Okay, it’s online but I would
say 35% want to come in, come into the office, meet the owner, meet the
staff, meet their manager and know where the hell my kid is going and who
they’re working for. I want to see a face not a name, right? I want to get to
know Dan and his wife and his kids and know that they are not just some
big corporation who’s just trying to steal our kid. We go through the history
of the company, we get to know Premier as a family/mom and pop shop.
I don’t want to be sued.
Like Lynn said, when she went from a 10,000 square foot facility to a 30,000
square foot facility, people said, “They have money, let’s do this.” Well,
people know that Premier Aquatics is actually Dan and Jordana. It’s a whole
different field than just this company where they don’t know anybody.
Understand what is expected from the job. I can’t tell you how many times
I run these trainings and I will talk to the parents about the minimum shifts
requirements and where they are going to be working. The parents look at
each other and go, “They did not tell us any of this.” They told me they are
just going to be at the pool across the street, I didn’t know I had to drive
them 15 minutes. They just learned now they can make a decision whether
they’re going to still work for us or not, as opposed to that first shift, which
we have all the time, when mom says, “I am not taking you, it’s farther than
I thought. I didn’t know we are going this far. I didn’t know what you are
being held responsible for.”
One of our 16-year-olds made a rescue in the middle of summer. His dad
had gone to through the orientation, but mom had not. She called yelling
because her son was put in a position where he had to make a rescue; a
lifeguard. Whole credit card and her registration, where she registered
them for the lifeguard class, and she was pissed that he to make a rescue.
She was mad he was put in a situation where he had to do CPR. If Mom
would have been there, she would have known all about what’s expected
of the job. Parents can ask any questions they want and I will tell you that

parents leave that orientation proud. We have first day of work pictures
that go up on Facebook and Instagram and all those things because the
parents are proud of our company. Their parents are proud that they are
part of what we are doing. So, we’ll share that on social media, “So and so
gets their first lifeguard job with Premier Aquatics.” Then, all of a sudden,
it’s, “Oh, my goodness. Sammy needs a job, too. John needs a job, too,” then
they all decide to do this thing.

the company and the company culture, then we can teach them the actual
skills that they need to do their job. Why do I wait? I need them to drink the
Kool-Aid first. I need them to understand how important this job is, then I’ll
teach them how to go open and close a pool or how to work with a child
or how to do hand hold and so on and so forth. If they made it through the
initial training you know they’re going to go through the process and
they’re going to go through the steps.

Parent orientation, another reason why we do it- here’s a cartoon from 1969.
Looking at the child saying, ‘Explain these bad grades,’ and today we are
looking at the teacher saying, ‘Explain these bad grades.’ That’s why we do
parenting orientation. I cannot tell you how many times a week, we had
a call from a parent that says, “Sorry, so and so’s not going to be there today. We are going on vacation today.” Schedule gets out three weeks in
advance. As soon as we started doing these orientations, that was cut in
half because now parents get it. Now they realize that by going on vacation
without telling anybody- because I don’t care if anyone goes on vacation,
we have enough staff to cover it- but tell us so we don’t have a hole in a pool
somewhere in the middle of nowhere. Pardon?

I actually learned a lot of this from Academy Swim Club. Nikki Miller invited
me over to Academy with one of my guys. We spent two days there. We
watched them go through one of their training programs and it blew my
mind; changed the way we do it. I know we have tweaked it a little bit from
the way they have done it but honestly, I think Nikki and her team are the
reason that ours looks the way it does. Job specific training and shadowing:
swim instructors, they go through a one on one meeting. Baseline online
training, just basic stuff with handholds, development, etcetera.

Male Speaker: They couldn’t do that at their job!
Dan Berzansky: No, they could not. Honestly, until they started going
through these orientations, they didn’t take what we do seriously. ‘He just
teaches kids swimming for fun in the summer.’ This is what we do. This
is our profession and they need to understand that by them going on
vacation without telling anybody, they have put lives at risk, they have put this
contract at risk, and they put a lot of things at risk. Then, parent
orientation, why we do it? I am not a helicopter parent; my son wants me at
his job interview. Anybody ever had a parent at a job interview? Yep, we have
it every week. Every week we have a parent at a job interview. Last summer
was the first time we had a parent fight with the interviewer because they
weren’t going to let the parent into the interview itself. They came into the
lobby, she said, “Just you.” Mom got upset and then it turned into a thing. We
excused them and said, “You are good. Thank you very much, but your son
did not get the job.” ‘He hasn’t done the interview yet.’ Exactly.
Parent orientation, why do we do it? We want to manage expectations. We
get free help to help manage our employees. I cannot tell you how often I
hear from parents now that I have gone through the orientation that says, ‘I
had to wake Keenan up because he was late for a shift. I checked his Serve It
Up account; I could see he was working. I got him out of bed to be at work
on time. I don’t want him to lose the job.’ I swear the first public talk I did
was at this swim school association and I said, ‘Parents are allowed to have
nothing to do with what we do. Kids, if they can’t be adults, then they’re not
welcome in my company.’ I very quickly changed my tune. I, very quickly,
changed my tune and my staff pushed me on it and we went back and forth
and, now that we have started doing it, it makes a big difference. I could
always use a few more fans. Mom and Dad putting Facebook pictures and
Instagram pictures up of their kid’s first day of work. By the way drives our
swim lesson revenue too because the kid down the street is not teaching
swim lessons at Premier Aquatics, all the families know that kid and he’s
really good with kids, we are going to go up there and helps drive revenue.
The parents are going to bug you anyways, whether you like it or not. Why
not have a friend as opposed to an enemy? Why fight them and not give
them the information about the company? We are not hiding anything. No,
I don’t even hide my curriculum. Why would I hide what we are doing with
these parents’ kids? Take it all. Learn everything. Get out there and preach
it. I don’t care. The more fans I have, the better. Now, job specific training
and shadowing. Once your new staff members gain an understanding of

Female Speaker: Question, do you charge them for training?
Dan Berzansky: Nope, I pay them for training. I pay them for training. No
matter where I was, I would pay them for training.
Female Speaker: Does it happen that they receive all the training and then
just leave?
Dan Berzansky: No, no. Because if we have done a good job, they love us.
They do not love our scheduling system, they might not like their pay rate,
but they love the person they are working for and they are working with.
I am learning very quickly that this generation, this 16 to 25 year old
generation, for the most part, they don’t care about the money. They care
about the experience. If I can give them a good experience, they are sticking
with me. They are not going to leave me to go to a city bus down the street
for an extra dollar an hour; they are not.
Male Speaker: Do you have to pay them for lifeguard classes?
Dan Berzansky: So, lifeguarding is different. They have to be lifeguard
certified to go through the process. We happen to be the company that
provides those lifeguard certifications. We used to do free lifeguard trainings
for everybody, but then we found that we didn’t have them long enough to
sucker them in, right? So, they would leave and go somewhere else.
Male Speaker: Would you do a reimbursement after six months?
Dan Berzansky: What we just launched and are doing now is you write a
check for lifeguard class. If you have worked X number of shifts, we will tear
up that check. If you have not after a certain period of time, we cash that
check. That’s our new process now and it’s bringing people in because they
know they need the work, they know it’s going to be free for them to go
through the process as long as they just work. The ones who choose not
to work will disappear. Great, we made our money. We covered our costs.
For some instructors, we do an online curriculum course which is about six
hours in length. We do a lot of the US Swim School Association courses, as
well, like the infant-toddler and so on and so forth. We do roughly 40 hours
in the water shadowing and then they get into co-teaching and then supervised solo teaching. They do a lot of training. As far as lifeguards online
basic course, so they go through all our policies. They are already lifeguard
certified to the Red Cross. We do in-person review and role playing, a lot of
role playing. Why do we do role playing with a 16-year-old lifeguard?
Female Speaker: They don’t know how.
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Dan Berzansky: Honestly, they don’t know how to talk to people. They really
don’t know and that’s what we are finding, is this idea of, ‘I can text anybody
and be as honest as I need to be.’ But when I have to look you in the eye and
have a conversation about my schedule that I don’t like, I am not able to
do it. So, we do role playing and get them prepared for that. Online loops
and specific training: we have 40 facilities, all 40 facilities fit into a loop so
roughly four to six pools in a loop. We have one full time manager that runs
that loop and schedules that loop. They get assigned to one loop only. They
will get the assignment to a Irvine loop or a Rancho Santa Margarita loop
or whatever loop and then after that specific training for that one. They do
three shadow shifts; they do one opening, one mid, and one closing with
another trainer. It is a senior level lifeguard that will walk them through it
and will teach them how to do their job, how to pull lane lines, how to pull
covers, how to put covers on, put covers off, and all these things that you
need to know how to do.
Female Speaker: Your lifeguards are all going to this job training?
Dan Berzansky: Generally speaking, we will just do one on one. One on one
because we pay them for these shifts. We might have a contract that only
pays us for one lifeguard, but they’re getting two that day, one of which is
been trained. I heard someone talking about the two hour minimum for
payment of staff. We pay everybody a minimum of three hours to come to
a shift no matter what you are doing. So, a shadow shift will only generally
be three hours- that minimum number. After those three hours, they can go
home. Once they have done their three shadow shifts, they can do a normal
shift, a solo shift. For CPR instructors, I am not going to spend too much
time on it. But we do a lot of training, this is insane. The CPR and lifeguard
instructor training is insane. The amount of work we make them go through,
we pay them for it and we paid them well. I mean, they starting making $25
an hour to teach CPR and to teach lifeguarding and we give them these
nice, big schedules. They are happy with that, it’s more flexible. But the
amount of training is just amazing. Let me try that again. How do we keep
them interested?
[Video Playing]
Dan Berzansky: So, how we keep them interested? We do something very
different; we don’t do annual reviews for anybody. In fact, we do reviews
based on how many shifts they’ve worked and how long they have been
with us. They are not even really reviews and I’ll show you what I mean.
Clear, easy to track incentive programs. We give a point for every shift
you work, that’s a successful shift. What is this successful shift? One, we
in-service every lifeguard every shift, every swim instructor gets some type
of in-service every shift, as well. So, one, you have to show up on time, be
ready to work, have a good attitude, and be doing what you are supposed
to be doing when we show up. You have to have good lessons or a good
lifeguard shift, pool deck looks clean, all these things. All these things
basically built the system that we use and they get a point for the shift. If
they fail in in-service, but everything else is perfect, they could still get a
point for the day.
Female Speaker: Dan, who tracks this?
Dan Berzansky: I’ll show you. We built an app. We built a system that we use
for our staff, but they get a point for every successful shift. We have basically
come up with these criteria, which I’ll show you, on what makes a successful
shift. When you get to 20 points, 20 successful shifts you get your first raise.
When you get to 50 points, you get your next review or you are eligible for
your next raise. When you become a level three staff member, so now you
have gotten to 100 shifts or whatever it might be, then you are eligible to
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start becoming that trainer. When those people are doing shadow shifts,
level three people are training those shadows. You have to be a level three
lifeguard, as an example, to train any shadow lifeguards. Small, but more
frequent pay raises because I am not waiting a year for a pay raise. I am
ready for one now. I have been doing really good for the past three months.
Three months is a win for me.
We are different; we are seasonal. I know a lot of you are not seasonal. But if
my staff did great for three months, take my money. I am happy, there will
be opportunities to do more good. We actually pay them once they hit 20
points or a level two staff member. Now we give them two volunteer days
a year, 16 hours of work. We will pay them to go volunteer at the place of
their choice. They just apply for it and tell where they want to go volunteer.
We will pay them for their time to go work at the food bank, go work at
wherever. They have to be in a Premier shirt and I need lots of pictures, that’s
part of the deal if you want to get paid. So, Premier Aquatic’s staff is being
paid to go volunteer at the homeless shelter and so on and so forth. Staffs
love it and they are really interested in it. They push for it; as soon as they
level up, they ask for that volunteer day. It’s free money. I don’t even know if
they are there all eight hours and I don’t really care. But, they are out there
and they are doing good.
Growth opportunities, we are struggling with this now. We don’t really
know where to put them. We are running out of room at the top. Now we
are having a hard time. That is part of our initiative for this Fall, is to build
new places for those people to go. Admittedly, we were failing there. We
have got people who have been with us for about a year or two years and
we don’t have any management job openings. I mean maybe you can give
one shift a week as a manager, but I really don’t have anywhere for them to
go. So, we are working on that now. I know the easy answer is grow faster so
I can put them somewhere, but I am trying.
Female Speaker: Dan, you said that there are smaller but more frequent pay
raises. Are you going to go through what those pay raises are?
Dan Berzansky: Yep, I am going to go through all of it. Keep it real, keep it
fun. So again, I find that when my staff member texts another staff member
says, ‘Can you do me a favor?’ There’s no way I am getting a yes. But when
a manager calls that staff member and says, “Hey, can you help me out? I
need some help,” they’re going to get a yes. We are keeping it real; we want
to build relationships with people. We don’t want to be a computer talking
to a computer. We want to be a person talking to a person and get them to
buy into the company. Now, this is our incentive program. This is the dashboard on our website. Again, this is password protected on our website for
our staff to see. But you can see it as an example. We have got our level one
through level 10 team members. Level one is zero to 19 points, that’s our
new staff members. Level two at 20 points as team members rewarded with
a pay raise of one, three or 5% determined by how long it took them to get
there. So right away, they have to schedule a meeting. I do not schedule
this meeting. They get a text message when they are five points away. They
get an email and a text message when they hit the goal of hitting 20 points
that says, “Great job, you are now level two staff member. Schedule your
appointment with Dan. Here’s the hot link to talk about your raise.” How
many of them do it?
Female Speaker: All of them.
Dan Berzansky: No, not all of them! No way, no. No, I am talking 25% do it.
25% call me about the raise so I have got people who have been with me
six, eight months that have worked 200 shifts are still getting paid $11.50
an hour where they could have been making 14 an hour by this point. They
don’t do it.

Female Speaker: So, it’s their responsibility?
Dan Berzansky: They have to schedule the appointment. We use HubSpot as
well, lots of systems. We use HubSpot and it feeds to my calendar. I have got
a lot of times when I allow them to meet with me about it, or their manager
about it, depending on their level of staff. Then they can go and they can
schedule right there for that appointment. It is a no brainer. It’s literally free
money and they do not do it.
Female Speaker: I have a similar situation too. I just say, if you spend extra
time learning something new and somebody cancelled, just email me when
you learn it, I’ll pay you. It takes too much effort to email me when they learn
and they miss out.
Dan Berzansky: Yep. Sad, right? Yeah, so that is more money for me.
Female Speaker: They are not interested in money, they’re interested in the
experience.
Dan Berzansky: Right, I truly believe that. I truly believe that. The other thing
we have is we have a positivity index. Here we are at 100%, and this is just a
screenshot I took at one point, it was the first of the month. If, as a company,
we finish with a 90% or better on our positivity index, that means 90% of
the shifts were good shifts. Then, the whole company gets something, it
could be Starbucks gift cards, could be Amazon gift cards, or it could be
something like that. We don’t hit it often. We usually end up in the 85- 87
range, but if we don’t hit 90, then that goes out the window. It resets at the
start of each month. We can recognize the people who are leveling up, so
Sean here is a level two. He is five points away from leveling up. Here are
the people who have leveled up in the past 30 days, these are the people
who have nailed their in-service, and so on and so forth. The other thing we
do is I let them see who’s where. This was just when we were demoing the
system. I can see how many points they need to move to the next level. I can
see what their role is as a lifeguard or swim instructor and they can actually
start competing with one another to say, “Hey, I am almost there.” They start
watching, we game a fight a little bit. I guess that’s all I have.
Female Speaker: That was something you created in-house, it’s not
something you bought.
Dan Berzansky: Yeah, we built it. We built it.

Dan Berzansky: Zero chance. Zero chance. I mean, my longest employees
with me that are not full time have been with me just short of three years.
Most of our people again, because I can only pay a lifeguard so much, only
make up to a certain amount. I can’t pay them $20 an hour.
Female Speaker: So, you keep like highest paid and then pretty much the
rest just…?
Dan Berzansky: Yeah, we know we are going to lose them. We try to find
management jobs for them, which is what I was talking about. I don’t have
a ton of room at the top anymore. Okay.
Male Speaker: How do keep them engaged to come back next season?
Dan Berzansky: Great question. How do I get them back next year? The most
successful thing we have done and not many people take advantage of it,
but we line up their internships for the following year. If they come back
and they are in college, we will line up the internships with our clients. So
last summer, we had two of the district attorney’s office, we had a couple of
CPA offices, law offices, and we work with our clients to say, “We are going to
give you free labor for 20 hours a week and then we are going to take that
person for the other 20 hours a week.” That is part of the experience piece
that we talked about.
Female Speaker: And then when you say you in-service them every shift,
what is it for? 10 minutes, for five minutes? What do you--?
Dan Berzansky: It could be anything from infant CPR, to swim a 500, to,
‘here’s a scenario.’ That could be, in the app, the way to get their points. I
think I sent 200 skills for our managers to use?
We dictate which skills they do each week. I can talk anybody through that.
We have a rubric on how we give them the A skill, B skill, C skill, D skill, and
they have to get through the A’s every week. We try to get them to the A, B
and C, but they have to do an A every week. That’s a core skill, and then we
move from there.
Lynn: Let’s do one more question.
Female Speaker: Do you use a website to hire like Indeed or what every big
company uses for your website? Like, how do you attract them to work to
your company?

Female Speaker: Are all our staff members lifeguards?
Dan Berzansky: Great question. How do we find our people?
Dan Berzansky: All of our swim instructors have to be lifeguards, but we
don’t schedule them as lifeguards. If they are complaining about money, we
can put them on a shift. That is basically the way it works. Honestly, if they
are not a brand-new swim instructor, we will pay for their lifeguard training,
just to get them in.
Female Speaker: What is the percentage of your employees that are under
18 or turning 18?
Dan Berzansky: Oh boy. I would say that 60% are over 18. 60% are over
18 and we are getting a lot of older kids, I would say, 18 to 21. We do not
get a ton of the seasonal summer, where lifeguards are 16, 17, a couple
15-year-olds sprinkled in there, but the rest are 18 and over.

Female Speaker: Right.
Dan Berzansky: We use Indeed. We use the American Red Cross because
we do about 2000 searches a year for Red Cross. So, that’s a great feeder
for us on the staff side. It’s a lot of friend referrals. We pay a lot of money
for referrals for friends to refer other friends. Indeed has been probably our
most successful, but we literally have to be on Indeed every day. I wake up
in the morning, I lay in bed and I go through the Indeed digest and I email
out everybody that’s on there that I think will fit. It’s every day. Some people
talk about hiring one or two people a week, we are hiring three or four a day
when we go into the summer season.
Alright, thank you all!

Female Speaker: And what is the longest someone is staying with you? Five
years?
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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
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thoUGht for the daY
Listening is key because it is active.
It is Deliberate. It is intentional and
it is a form of work.
You should be tired after doing it.
You are excellent communicators, but
are you good listeners?

GreG Malszecki

York UniversitY, canada
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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
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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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thoUGht for the daY

“

Millennials like to be validated. So, at the end of
that, it was all about ‘I haven’t been told yet how
great I am.’ Be Careful. That’s not what everyone
else is here for. Bill Gates had a saying, ‘you find
yourself on your own time. Your boss doesn’t
care about you finding yourself at work. You go
to work to do work and then you find
yourself outside of that work time.

”

hall of faMe coach GeorGe Block

in a talk co-done with Jackson leonard
san antonio. texas
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thoUGht for the daY

On Sacrifice

“I used to say I had two families. I had my
biological family and I had my university
family. I studied it one time early in my career
and realized I’d just worked a 93 hour week.
Between practices, swim school, recruiting calls
from home in the evening, I was short-changing
my family. I HAD to make some changes.
And I did.”

hall of faMe coach GreGG wilson
santa BarBara
world clinic 2018
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Let’s Get Serious About $$$
All swim coaches need financial security.

For 30 years, the SwimAmerica program has been turning ASCA coaches’ passion
and expertise for swimming into financially secure careers. With a SwimAmerica
program you can proactively build your team memberships, while you build your own
financial security.

Every child needs to learn to swim, the market for swim lessons is always strong!
SwimAmerica is your income producing powerhouse.
Here Are Our Three Newest Features!

1. NEW Quick Start Call 800-356-2722 to launch your SwimAmerica
2. NEW On-Line training makes licensing with SwimAmerica convenient
3. NEW Train your instructor/coaches online, simple, fast,
targeted training.

Contact Us Today at 800-356-2722 You Can SwimAmerica in just 39 Days!
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thoUGht for the daY
“ You can see that our program is very process
oriented. If you do the right things, the results
will take care of themselves. If your team members are thriving academically, and they are becoming better athletes, and they are positively
engaged in the world around them and they are
having fun, life is going to be good regardless of
what any team score says at the end of the day.”

coach charlie Griffiths
clareMont colleGe – california
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It Took Virginia Coach Tony Bennett 1
Sentence to Explain His Team’s
Amazing Comeback (and Teach a Major
Lesson in Emotional Intelligence)
by Justin Bariso Founder, Insight

CREDIT: Getty Images

They did it. They pulled off the impossible.
For the first time ever, the Virginia Cavaliers are NCAA basketball’s national
champions.

past, they grew to realize that they could use the painful emotions that resulted as a catalyst, as motivation.

The Cavs won their first title with grit and determination, defeating the Texas
Tech Red Raiders, a team that refused to give up. As the Red Raiders came
from behind in the final five minutes to force overtime, it appeared they
would soon be the team celebrating.

Bennett has described last year’s loss as a “painful gift.”

But the Cavaliers had a secret weapon.
Some say it was fate. That the Cavs were destined to win, a reward for enduring one of the greatest disasters of college basketball.
Last year, Virginia was ranked No. 1 in the nation--the favorite to win the national championship. But then, the unimaginable: The University of Maryland,
Baltimore County (UMBC) Retrievers, a No. 16 (read: lowest) seed in the tournament, blew the Cavaliers out by 20 points, knocking them out of contention.
In 135 attempts, a 16 seed had never defeated a 1 seed (forget the overall No.
1 seed in the tournament).

“It taught me a couple of things in losing that game,” Bennett said in a recent
interview. “It sparked a fire in me that I want to compete at a higher level. I
want this program to taste a level of success it never has.”
“But it also taught me something that I think is as important or more important,” he continues. “That, if we never do, I’m still OK. Because we were praised
at the highest level last year [for our regular season accomplishments] ... and
it was enjoyable. And then, after losing, we were criticized at the highest level.”
“And neither of them really matter. I still love the game. We still have an opportunity to come back and play. And I think knowing that almost frees you
up to go after it harder yet.”
This is emotional intelligence at its finest.

How in the world could the Cavaliers bounce back from such an epic fail?

Yes, adversity can produce some of the strongest, most painful emotions. But
those emotions can be extremely useful, if you learn to harness them effectively. They can help you find motivation, focus, and most of all--balance.

In his postgame press conference, Virginia head coach Tony Bennett summed
up his philosophy in a single, beautiful sentence:

Because while we all enjoy the good times in life, it’s the challenges--the falls
and the failures--that make us stronger.

“If you learn to use it right, the adversity, it will buy you a ticket to a place you
couldn’t have gone any other way.”

No, Virginia’s win last night wasn’t fate or destiny. It was a real-life example of
making emotions work for you, instead of against you.

Bennett’s been repeating that quote to his players all season. (He credits his
wife with introducing it to him through a TED Talk.) But this is much more than
a sound bite.

Just a few days before leading Virginia to its first championship, Bennett was
asked again about last year’s loss.

It’s a lesson in emotional intelligence.
What’s emotional intelligence got to do with it?
Emotional intelligence is the ability to identify, understand, and manage
emotions. Put simply, it’s the ability to make emotions work for you, instead
of against you.

“Though it’s not the way I would have chosen, it’s part of our story,” he said.
“And if we use it right, it’ll produce something very valuable.”
It certainly has, Coach Bennett.
And that “something” goes far beyond what one could ever accomplish on a
basketball court.

That’s what Bennett and his team did. Not one of them would have chosen
to endure the historic loss from last year. But while they couldn’t change the
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thoUGht for the daY
“ Tracy (Mike’s wife and co-owner) and
I have an expression: Fall Forward.
If you are going to fall, fall forward.
Keep on falling forward and pretty
soon you will figure it out. You do not
have to start with all the answers”

coach Mike koleBer

nitro swiM clUB, aUstin, texas
world clinic 2018
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Body Language and Conflict Resolution
Greg Malszecki
Kathleen Prindle: Okay, we are going to get started. We are waiting a few
minutes for the great communicator to finish communicating. [Laughs] I
do not know if anybody was in the ASCA business meetings yesterday, but
I was. I think this is a really great talk to be in because one of the things that
some people from our membership asked for was more talks on communication. So, we are really excited to be able to offer this. For those that do not
know me, my name is Kathleen Prindle. I am a member of the board and I
am so thrilled to be here to introduce, Dr. Greg Malszecki.
Kathleen Prindle: There he is. [Laughs] He is a recognized expert on improving communications and listening skills with athletes. Dr. Malszecki derived
his methods and knowledge from his decades of teaching and presenting
at conferences as a Kinesiology professor at York University in Toronto,
Canada, which is a very highly ranked program in North America, and 16th
worldwide out of the top 300 schools.
Kathleen Prindle: In coaching, teaching, media work, training, consulting,
business meetings, family life, and everyday conversations, success issues
from the mutual quality of communication. Consistently superior results
require focusing attention thus learned through self-coaching, active listening requires disciplined practice. Many think they are good enough at
listening, but those pursuing excellence always work to become better. You
must train yourself to listen. I think that’s his message for today. And with
that, I welcome Dr. Greg Malszecki.
[APPLAUSE]
Greg Malszecki: Thanks so much.
Greg Malszecki: Any speaker knows that the audience is going to lose
one-third to one-half of what you say by the time you finish speaking,
and 50% of that over the next 24 hours. Let me tell you a little bit about
myself. That was really a nice introduction, and I aspire to be the person
that just got described to you because I teach in York. York has 60,000 undergraduates. Our Kinesiology program is one of the biggest. I was the first
one there to teach a class of a thousand students for the freshman required
course. They gave it to me because I was too dumb to say no, I’ll talk about
“nofu” later on. But, over the 30 years that I have been there, I have taught
maybe 35,000 athletes and students and I have been the Head Coach for a
number of varsity teams; the swimming team, the water polo team, men’s
and women’s ice hockey teams, field hockey teams, rugby teams, lacrosse
teams, wrestling teams, and any number of gymnastics teams.
I have gathered a lot of information about what is the difference between
the good and the great. What’s the difference between the great and the
excellent? The good think they are good enough, the great often feel that
they have peaked, and the excellent are always trying to be better every
encounter they have with any situation that appears as a challenge for
them. I am going to talk a little bit about that. They gave me this huge room
because I realized there’s a few conflicts in the life of a swim coach. The
techniques that I am going to talk about will be helpful for you in healing
that split between your professional and your personal life. Because when
you practice these techniques of going for resolution instead of settlement,
you will find that there’s a spread effect. This is one of the things that I talked
about in the listening skills.
Listening is key because it is active, it is deliberate, it is intentional, and it is

a form of work. You should be tired after doing it. Whereas hearing is really
automatic; it is a sensation. A duck can hear; we hear all of our lives. But
we have to pay attention and focus our attention in order to listen. That
is why I did not want to use any PowerPoints because I find I am a terrible
accessory to PowerPoints. Because while people think they are listening
to me they are merely hearing, and they are reading the PowerPoints and
trying to make the notes on it. There is no test afterwards, but I think you
will get the main message because I am challenging you. I am challenging
you; I am daring you to move beyond what you have always done. You are
excellent communicators, you couldn’t keep a job as a swim coach unless
you were excellent communicators.
Of all the sports that I have been involved with, and I have been an athlete all my life, as well, I have to say this is the most technically-oriented,
the most goal-driven, the most energized group of people I have ever met.
Swim coaches have life goals, they have annual goals, they have monthly
goals, weekly goals, daily goals, and they teach their teams to set goals.
And goal-setting and achieving those goals and surpassing those goals
is what it is all about. So, hopefully, if you are convinced at all by what I
tell you today, you will set for yourself as one of your top five lifetime goal
- ‘becoming an excellent listener.’ You can choose the level you aspire to. Is it
going to be the advanced level, is it going to be the elite level, is it going to
be the championship level, or is it going to be the world-class level?
Imagine how your life would be different if you were thought by everybody you encountered to be the world’s best listener. Think about that.
Think about times when someone told you something and you heard
what they had to say, and that made all the difference in your life path.
And now, you are in a position to be that person, but you have to recognize
where they are coming from and your ability to practice that listening will
give you the skills to empathize and identify with them. Because we are a
reciprocating society, we treat each other the way we are treated. If you listen to
somebody first, they will be much more likely to listen to you. If you were
there on Wednesday, you heard me say when I came in 1991 to my first
ASCA, I was one of the plenary keynote speakers and there were 2,500 swim
coaches in the ballroom of the Palmer House Hotel in Chicago.
I asked how many coaches had had a team meeting where they talk for
the entire time and then dismiss the team before anybody else said
anything. They all raised their hands, everybody; there was no exceptions.
Then I asked how many coaches have had a team meeting where they
listen to everybody on the team before they said a word. No one raised
their hands. That gave us an insight into the role most coaches have of
thinking of themselves as people who tell others, talk to others, communicate
to others, direct others, correct others, assess others, appraise them, evaluate them, and respond to them. But as far as receiving the information from
them, finding out where they are, what they are comfortable with, how
they got into this, what they think about what they are doing, finding out
their motivations; that’s a different bag, and that requires a specific set of
listening skills.
Okay, now I am going to ask you to do something for me because I found
that teaching at a university, you got a captive audience. People paid thousands of dollars to be there so they feel required to be there. But believe me,
they are looking at pictures of last summer’s barbeque or buying shoes on
eBay. I had early morning classes so my experience was I told my students,
“Please do not introduce me to your family or your friends as your teacher
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or professor. Tell them I am your deep sleep therapist. At the sound of my
voice I put hundreds of you into a deep trance state for 50 minutes out of
every hour.” What I am going to ask you to do is could you all move together,
closer together because I am going to put you into pairs so we can do a
couple of exercises.
I really believe in experiential learning if you are board or if you are
contemptuous of me or if you feel like this isn’t speaking to your needs,
feel free to get up and walk out. It happens to me all the time, but I would
really like to have you at least get together so that we can do some
exercises together because a lot of this is about body language and
nonverbal communication. And if that’s true, and we even have
animal forms in here which is great. Because one of the great things about
nonverbal is it existed for about two or three million years before there was
language. Humans have only been speaking language for about a hundred
thousand years. Now there’s 7,000 living languages on earth today, major
language groups. That means there’s 7,000 different ways of listening.
But I will tell you this; every person you meet has their own language. You
have to be a student of languages to tune in to what they are and how
they are saying it. Do you know that for the most popular 500 words in the
English language that are used in everyday conversation, there’s 15,000
discrete definitions. I have got a friend who is a lawyer. He told me there
are 32 definitions for the word, the, for any decent lawyer. There is a lot
of area for confusion. And believe me, a lot of the aggravation you have
experienced in your life and conflicts that have erupted come from
misunderstandings or from not listening to what somebody else is saying,
and certainly from not identifying the feelings, both overt and covert, of
what they are trying to express to you.
Now, sometimes you get bushwhacked. You are walking down the hall and
somebody says, “Hey, can I have a minute or can I get a word with you?”
Or some parent comes up to you while you are on the deck and they are
telling you why you are coaching their kid all wrong. So those are conflicts
that you did not invite and you did not see coming. But I am going to try
to give you some hints about that. Now I want to go back to one of my favorite
quotes. This is Julian Treasure, he is a TED Talker. He talks about hearing.
He is a former musician and he runs something called the Acoustic Lab.
Now, if you walk through the lobby you are going to hear a playlist of overloud music that you did not choose and you have to cope with. And if you
are trying to have a conversation with somebody, especially if it is really
meaningful, you are going to have to counter that by blocking that out or
finding a place you can have a conversation. We live in a really, really noisy
world. But this is directed to you, every world champion has a coach. There’s
a simple reason for this. You cannot see your own game. People become
champions because of their dedication to the principle that improvement
is the point. There’s no destination for them, just an endless pursuit of that
extra one percent. They achieve continues improvement with the help of
coaches.
People can see what might be possible to improve, and who can devise
programs and exercises to deliver it. Now that’s your job. But what is their
motivation to improve, do you know that? And what are the triggers that
are going to help them achieve that for the programs you devise? I have
worked with coaches who spend an entire weekend working out programs,
and splits, and training for athletes who were not going to be there in the
weekend because they were down at Clemson taking a tour for possibly
getting a sports scholarship [Laughs]. I said, “Oh, have you told the coach?”
He said, “Well, no, he hasn’t talked to me yet.” All right, let’s talk about body
language as related to conflict resolution.
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Indira Gandhi said, “You can’t shake hands with a closed fist.” Now, there’s
four Fs in our life that psychologists would tell you are our response to situations where we perceive either a clash or a struggle or a stress. Those are
fight, flight, freeze, or flow. Now, ideally, we would all like to go into the flow
state of mind because that way we are calm and relaxed and the muscular
tension doesn’t make us impatient. We have the capacity to focus our attention; focus is key. , There is a difference between laser eye surgery with
a laser beam and doing it with a dull flashlight. With a dull flashlight, I could
wave it in front of your eyes for weeks and take all the money out of your
pockets and nothing’s going to happen. But if I take that same luminosity
and condense it and focus it into a single laser beam, one pass and you
know the operation is complete.
This is one of the things, because we believe it is possible to multitask.
Ladies and gentlemen, I can tell you I have been watching people learn
difficult things that require arduous and strenuous effort over long
periods of time. It is not possible to multitask. You cannot do two things
excellently at a time. And once that swimmer is in the pool, you want them
to be focused. And they will be if they feel you have built the trust in them
and the knowledge of them to find the proper motivation for them to get
that focus and to stay in the flow. You do not want them afraid. You do not
want them feeling like they got to fight somebody. You do not want them
frozen and mailing it in. You want them to be able to perform at their best
for whatever reasons they have. And that requires you to get to know them.
You have got to not take it personally; coaching is not about you. It is about
the athletes. And - and while it is a profession for you, the ways that you
practice communicating with your athletes have a spread effect over the
rest of your life. What’s that joke: ‘I used to have a life and now I am a swim
coach.’ Why? Because you can get absorbed totally in the profession. The
people who mean most to you in your life are the ones who get the least
amount of your time and attention. Now, if you practice the skills I am going to be teaching you, which are really to look carefully at people to study
them. And to practice, its awkward. It doesn’t feel natural, it is not the way
we have ever done things. But you know what? It pays tremendous benefits.
I was saying to Carol that Daniel Goleman, who wrote the book on
Emotional Intelligence, in 1995, said people who excel at reading body
language are far more productive, far more successful, and far more fulfilled.
Why? Because the quality of those relationships is deepened into a kind of
rapport that is always refreshing, restorative, and energizing. Because life
is not about time management, it is about energy management. When
you fail to complete a task, it is not because you did not have time to do it
because you all have done amazing things when you had no time to do it.
You failed to accomplish a task that you set a goal for because when you try
to accomplish it you did not have enough energy to bring it to completion.
The things I am going to be teaching you are going to refresh you because
they will ever engage you in energizing yourself.
You have a vast reservoir of energy that’s often too latent and dormant for
us to ever come in contact with. But these skills will help you with it. All
right, just one more. The most important thing about a conflict is knowing
when you are in one.
[Laughs]
A lot of times we get into a conflict where there’s an emotional struggle going on because human beings naturally get defensive about things. I have a
colleague, somebody described him once as the kind of person who when
you knock on his door, he opens it and punches you in the face just to see
how you react. Well, what’s the reaction going to be to that, if somebody

punches you in the face? Somebody does that- emotionally or psychicall
- to you, you are going to feel like you got ambushed or bushwhacked. And
then you are going to get defensive about it, and then where? This is going
to spiral up or down, but it is going to get intense.
There’s a book out called Crucial Conversations, about having a conversation
when the emotional stakes are really high. Do you know what; one of the
reasons why I am really glad you are here today for this presentation is because what I am going to be sharing with you, you can practice for the rest
of your life, because the only people who never have any conflicts in their
life are over in the cemetery. You can be in Golden Acres Old Folks Home,
and you might have a conflict with your own family, or what the care taking staff, or the personal care worker, or the bus driver or whatever it happens to be. But you are going to have conflicts for the rest of your life. Do
you have a strategy for how to resolve those conflicts? Do you have a goal
in mind for conflicts that you engage with? Do you have any scripts that
you’/have worked out for certain situations that you have come up against
time and again? Do you have a plan when you recognize that there’s a
conflict forming?
Well, this is really what I want to try to share with you. I come from a big
family, so I know a lot about conflicts. I mean, the scars are gone, but I used
to have fork marks on my arms because in my family you had to reach
over and try to grab something before somebody else got it. I have four
sisters and they are all fantastic athletes; I have three brothers, they are all
fantastic athletes. But, we are all strong-minded individuals. We have a
family harmony that I call dynamic equilibrium. That is: the first person who
takes a deep breath is the loser and becomes the listener, because in our
family we talk a lot.
But over my decades of experience studying other people, studying how
to be a great athlete, how to be a great student, how to be a great person,
how to be a great contributor to the world, I have seen that I have made
some serious mistakes. I’ll introduce you to my wife, Jennifer; she could tell
you I am still making them. Never too old to make a basic mistake. Martha
Graham, the dancer, said the body never lies. Let’s start with this, let’s start
with nonverbal language- body language. The body never lies, and if you
ever watch world poker championships you see they are looking for tells,
right, faces, hand movements, involuntary movements, and these little tells.
These little things that will let you know is that person bluffing or if they got
something good. You are looking for that, right?
Now, everybody in here, if you are not related to one, you have at least come
across a couple of psychopathic liars. Those people are great actors. They
learn how to control their facial features and their voice production so that
they sound like they are very sincere when they are telling you something
that’s an outright, total lie. Joe Navarro, who is the FBI profiler, he said he
always starts trying to read body language by looking at the feet first and
then work your way up. You go from the soles to the scalp. Let’s take a look.
It is a paradox because body language is not really a language. It is used to
both hide and to disclose feelings that we have. That mind-body link really
expresses what we are really thinking and feeling.
But there’s two levels of feelings. There’s the overt feelings and the covert
feelings. Somebody might be expressing enthusiasm for your program, and
underneath it they are thinking “What a bunch of shit.” That’s not cool. I am
not doing that, right. Have you ever had anybody resist your program when
they gave their consent to it when you first brought it up to them? Yeah,
it is a disappointment; it is a waste of time. I want to help you avoid that
by reading accurately and identifying what those emotions are. One of the
ways you could do that is by looking at the body language. Because the
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body language is an important part of expressing how people are actually
thinking about what they are doing. But you must look, you must really
look.
Sherlock Holmes told Watson, he said, “You see, but you do not observe.”
You are looking at bodies all the time. You are looking at people and you
are one-to-one on the office, or you are talking to the team as a whole.
You are talking to parents at a parents meeting, you are talking to your assistant coaches, you are talking to your bosses. But you know what? A lot
of times we get distracted by the words that are being said or by thinking
about what we are going to say while they are talking. You have to discipline
yourself to quiet down and actually look. But the problem is you cannot
be looking at any specific element of their body language because that is
going to be a distraction and it is going to help you miss what is going on.
You need to practice it in places that are safe.
Actors are great at portraying thoughts and feelings on television or in a
film, so you can study that. You can also have exercises with your team and
have them act out certain scenarios. It could be around conflicts, it could be
around agreement, or it could be around training. But have them try to read
each other’s body language or hide their feelings about it. If you really look
you find you have to read their body language. You read it. Read the body
language; try to see the whole body as much as possible. And especially if
you are having a conflict with somebody, do not sit behind the desk. Do not
stand face to face with them. Do not put yourself in a position where you
are going to emphasize the antagonistic relationship because it is going to
intensify it.
Could you stand up for a minute?
Female Speaker 1: Yes.
Greg Malszecki: Okay. Okay. So, she’s really upset. My assistant coach just
thinks I am right out the window, right? Okay. Have you ever had that
happen?
Female Speaker 1: No.
Greg Malszecki: Alright. If she comes in to my office and starts yelling at me,
if I am behind the desk and I sit there, right, I have got a barrier there. She
is going to be more intense about wanting to tell me off. If I come out from
behind the desk, but I stand face to face with her what’s going to happen?
What do you think is going to happen?
Female Speaker 1: Might get defensive?
Greg Malszecki: Right. What I am going to do is I am going to, first of all, say,
“Listen, I want to really understand what you are talking about. If you could
explain it to me, I will be listening really carefully to you so I can see things
from your point of view. I am going to work at that, that’s one of my goals.”
I have a goal. I have got a plan and I have got a goal and I have already
anticipated this because at the end of this workshop you guys will be
thinking of your own plans and strategies for dealing with it. Then what
happens, is as we start talking and as she’s talking to me, I am moving
slightly around towards her- just a little bit at a time. I am still keeping eye
contact with her, I am seeing as much of her as possible, and I am giving her
my full attention. I am open to her.
But as I am moving closer and closer, so we are standing more shoulder
to shoulder and talking about our problem here. When I go to respond
I am only going to talk about our problem. Because I want to find common
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ground, I want to collaborate with her. That’s going to be our role. My goal is
to collaborate with her for a resolution. I do not want somebody to win and
somebody to lose. I want to collaborate with her; we are forming a partnership.
And also, we are on the same team. This is my assistant coach. I do not want
to get this person pissed off; thanks so much.

be able to wait for him. This is another thing about the telling of cultures. We
are often so much given towards hard charging, we do not wait for people
to pause and gather their thoughts and then express themselves because
we try to fill the gap. Soon as somebody starts talking, ‘All right, it is my
turn.’ We are often too busy thinking about what we are going to say while
somebody else is talking. Are you really listening or not?

Female Speaker 1: Yeah.
Greg Malszecki: Thanks. Okay. I worked for one year as an executive
placement officer. I found people did not leave companies. They did not
even leave jobs, they left bosses. 80% of the people I saw had great compensation, really good packages, they had fantastic situations close to home.
They could not stand the boss. “Boss wouldn’t listen to me. Everything I said
got shot down. Negativity, judgment, criticism, that’s all I got. I got called
on the carpet.” Because people use their office setting to discipline other
people. What’s the message? I do not want to have a relationship with you. I
want you to do as you are told. All right, so I want you to “READ.” The letters,
R-E-A-D: read, evaluate, analyze, and then decide.
Now the problem with body language is that is that it is not really a
language, as I said before. There’s no grammar to it and it is used in a
paradoxical way. It masks feelings, but it also reveals feelings. There are five
mistakes that people make when it comes to body language. First of all,
context is key; you do you know the context of where the person is coming from. You got to try to see them in context. Secondly, people often interpret one single gesture and then they generalize that. I had a number
of students who were from Jamaica. And in Jamaica, every adult in your
community disciplines you. You steal a candy bar from the variety store, the
store owner is going to give you a licking and every other adult on the street
is going to give you a licking. You are going to get home and your mom’s
going to give you a licking and she’s going to say, “Wait till your dad gets
home, you are going to get a licking.”
So, in Jamaica, one of the ways of defying authority is to look an adult in the
eye as if you are an equal. So Jamaican youth look down as a sign of respect.
But in North American culture, that is considered to be deceptive. That is a
cultural context. We have a bias about looking somebody in the eye. But we
do not understand what their cultural context is, where are they coming
from, and the third mistake is people do not create a baseline. What’s the
baseline for where this person acts? If you got a swimmer on your team
do you know what they are like when they are really relaxed? Do they look
pensive look? Are they smiling? Are they fatigued because they went all
out?
What kind of involuntary movements do they look like? What does their
face look like? What do their eyebrows look like? How are they using their
hands? What about their feet, they cross their ankles; they have their feet
flat on the floor. Just look, really look at them, because that baseline is
going to tell you when you see a change. What you are looking for is stress.
Now why is stress deadly in the pool? Because tight muscles are not as
responsive or as reflexive as muscles that are relaxed. The best thing you
can do is to make sure that you can get your athlete into as calm a state
of mind as possible so they can perform at their best. People do not
evaluate objectively. We would love to think that we are objective, but we all
evaluate through personal biases. We all have places we came from.
The example I gave on Wednesday was that I am from Michigan originally
and when I was an undergraduate I had a teacher from rural Alabama. I
did not even know what he was going to say, but I felt like finishing his
sentences for him because it was taking him too long to get to the period. It
was a personal bias, but the pace was different. I wasn’t mature enough to
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There is a difference between hearing and listening. You can hear what
they are saying, but that does not mean you are really listening to them.
How many disasters have occurred in our lives because we were not
listening to people, especially those people who are close to us. What I am
offering you is a way to heal the split between your professional life and your
personal life. Because when you practice these skills, these skills help you be
more productive in your performance in your personal life as well as your
professional life and your intimate life because you are actually looking at
somebody when they are talking to you. They tried to find an example of
why unhappy couples and unhappy couples were different. They looked at
every factor, education, job location, family ethnicity, and everything else.
Couldn’t find any single factor, but they found one behavior. Do not try this
at home, but observe your friends. They found that happy couples looked
at each other when they were both speaking and listening. Unhappy
couples would look at their spouse when they were speaking, but they
would look away when they are listening. What is the message? If you are
saying something really important to somebody, is part of your relationship and is affecting the quality of it, when you are trying to express that to
them and they look away; what’s the effect on you? You know, ‘I could care
less.’ Okay, so read, evaluate, analyze, decide. Remember the five mistakes.
There is also cultural biases. We have cultural biases. If you have dealt with
anybody from the Caribbean or if you have dealt with anybody from South
America.
We have got some Chinese cultures here; they have a very different way of
relating than we do on North America. I took marital arts for quite a long
time. My teacher told me when she came in 1989 she couldn’t believe
that her students called her Helen. She was shocked. She said, “They do
not respect me, they call me by my first name.” They all wanted to shake
their hand. Like, that’s just not done in China. She was a fifth-generation
martial artist. Her great-grandfather was one of the great heroes of the early
formation of the Republic of China. She was shocked, and it took her a while
to realize that there’s a much more casual relationship that’s set up here
than she was used to.
We want to pay attention, we want to create a baseline. We want to avoid
assumptions; no jumping to conclusions. Do not look at somebody crossing
their arms and think, “Oh, that person’s trying to block me out.” Or look at
somebody cross their feet and say, “Oh, you know, they are trying to keep
a secret from me.” Are some of these toes pointing towards the door, “Oh,
they want to get out of here.” Could be true, but you have got to look at it in
context and you want to look these clusters. You are going to be looking for
clusters of behavior. I am begging you to become experts at this because it
will improve the quality of your life with every encounter because all of us
can sense when somebody is giving us a hundred percent of their attention
or not.
When you are actually studying somebody without trying to focus on one
specific element in order to manipulate them, they are going to realize
that you respect them and you want to understand where they are coming
from. You want to feel what they feel, even if you do not like them and they
do not like you. This is the thing about team chemistry. People talk about
team chemistry as if everybody’s going to be friends. It is not a fraternity.

Everybody has to respect each other, but they do not have to be friends.
When I was parenting I did not pretend to my kids that I was their friend. I
told them, I said, ‘My definition of a parent is somebody who could say ‘no’
one more time when the child says yes.’ So, if you ask me more than once
I am going laugh right in your face.
To this day, they have never asked me more than once. It happened one
time, my oldest daughter did ask me if she could have a candy after she
came back from a birthday party. I said, no, I told you I wouldn’t. The friend
whose birthday party it was threw a tantrum in front of the parents, laid
down on the floor, kicked and screamed. The parents ran out to Toys”R”Us
and they bought the toy the girl wanted. She did not get what she
wanted, right? So, my daughter told me that. I was furious when I heard
that, I thought, “What a terrible example of parenting.” Anyhow we are
at the grocery store and I am buying a week’s worth of groceries and my
daughter says, “Well, I want to have this candy bar.” I said, “No, I told you no.
Put it back.” I could see the wheels turning in her head. “Ooh, it worked for
my friend. I am going to try this, you know. I am going to get my dad to give
me this candy bar.”
She lays down on the floor; she’s wearing her party dress. She starts kicking and screaming really, really, really loud. My daughter has a loud voice.
If you were on deck, you could hear my daughter yelling from the farthest
bleachers, believe me. So, I looked down and I saw this, I thought, “Oh, this
is one of those tipping points.” I said, “I am going to teach her I meant what I
said.” So I leaned over; and her name is Kara. I said, “Kara, everybody in here
is a parent and they all want me to win. I am going to.”
[Laughs]
She got up; she went right to the car. She did not even look back, nothing.
That was it, game over; I called the bluff.
[Laughs]
All right, great. Because you can educate people how to treat you. I will tell
you this, for sure you are going to come across a few people who get excited by fighting. They love conflict. It is an excitement for them. It gets their
juices up. Anybody that they feel is vulnerable, they are going to go after
them just to test their strength. But you know what; they are going to come
back again and again. One of the things that I am going to show you how
to do is to educate them that you are not somebody who is going to cave in
just because they are giving you a hard time. You are going to educate them
that you are going to be partners and you are going to collaborate and that
you are the coach. I mean, how many coaches here have had an experience
of some parent who tries to undo all their coaching when the kid is on the
way home after the training session, right? It happens.
I was a swimmer. And that idea of, ‘that coach doesn’t know what they are
doing, but it is only club around.’ Well, you know what, that could be hell,
but you do not have to live with that. You have to educate that person. You
have to educate them into a collaboration as a partner. I want you to be as
fully conscious of everything without focusing on any single element and
practice reviewing from the sole to the scalp. What is the relaxed normal?
That is your baseline, so these are the things you look at. I will start from the
top and go down because we are very facially organized. All right, forehead;
is the brow crinkled? We have heard the term browbeating, or somebody is
using their brow and sticking them in your face, they are trying to assert a
dominance over you.
What about eyes and eye behavior? Are the pupils dilated, meaning that
they are excited about something or they are energized by something or
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they are afraid? Are they flash-bulbing and popping their eyes? That means
they are really happy and they have got those sparkling eyes, right. Is the
eyelid blinking? If the eyelid is not blinking eight times in a minute while
you are talking to them, they are not there at all; they are completely gone,
I can tell you that. Just stop talking because they are not listening to anything you are saying. You want to look at the lips and smile, what kind of
smile? A smile can be contemptuous; it can show disgust, it can show happiness, it can show joy, and it can show pseudo listening and pretense. So
you want to be able to read that.
Is it symmetrical? Is it even? Do you see teeth? What are the sounds that
accompany them? You want to look at the head and the neck. Are they leaning in to hear you better? Are they trying to be closer to you? We have a
recent discovery in psychology, what they call mirror neurons where we,
as humans, grow up in cooperative societies. We try to mirror each other’s
behavior. We are wired that way. So, watch people that are really in love and
you will see they are almost in-sync as far as their walking goes. The more
you mirror somebody else’s behavior, the closer they are going to feel to
being on the same page that you are. You know you can try to match them.
Not in a manipulative way, but in a way that shows the respect that you
recognize what they feel comfortable doing. I will talk a little bit more about
this when I talk about Gen Z.
The limbs, the shoulders, the arms, the legs, the hips, and the torso; how
is that? Are they twisted away from you? Are they turned halfway in the
seat so they are talking away? Is somebody going to stand at your office
door and not come in and sit down even if you invited them to? What does
that indicate to you? Are they afraid of you? Are they are feeling fragile or
vulnerable? Are they disappointed in themselves for a performance that
they gave? They feel like they mailed it in. What was it? What is it? This is
really when you want to empathize with them and see where they are
coming. The hands make all kinds of involuntary movements. We use them
expressively, but there are also certain tells in the hands and in the feet.
Are the feet moving all the time and somebody’s leg jostling around? If
somebody’s sitting back, like daring you to convince them that you are
worth talking to?
Is somebody defying you? Is somebody going to lean over into your space?
Spacing is another thing with the movements. Are they involuntary or are
they intentional? What about the pace? The gait, if you are walking with
them sometimes; I have resolved a number of conflicts by going for a walk
with somebody, just like with my assistant coach here. We are walking along
side by side. I get into step with her and you know what? Things are going
smoother. We are breathing, we are getting some fresh air, we are out in
a little bit, nobody is going to interrupt us. If I am sitting in the office, the
phone is going to be ringing, emails are coming in, somebody is texting this
or that, or somebody is stopping by to see how things are going. Maybe not
the best place to try to resolve a conflict.
Also, face-tells and other elements. Body ornaments, tattoos, or shoes. What
kind of shoes are they wearing? What are the kind of shoes they normally
wear? You go into a car sales lot and they are going to look at your shoes before they look at anything else. Because they want to try to figure out how
much you are going to spend. Facial expressions. We are going to do a little
bit on this. Involuntary movements and clichés, people have movements
that they’ve picked up from television. Remember Gangnam Style? Oh my
god, I saw so many horse jumps for the year after that came out. I knew a
funny guy. His dad sent him to Boston University and he spent five years as
a first-year student. His dad said, I am not paying for your tuition anymore.
That is like $50,000 a year. And he said, “Dad, I can’t help it, but they keep
giving me early morning classes.”
[Laughs]
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Voice qualities: the range, the pitch, the pacing, volume, projection, the
mood, changes, and throat tells. Is their throat bobbing up and down? Do
you hear some pitches when certain things are said? There’s a lawyer in
Toronto who has got a reputation for being a killer crossexaminer. You know
what he does? He never even looks at the witness. What he does is he goes
over and stands in front of the witness box, he puts his hand behind his ear
and he asks a question. He listens for a change of voice, pitch, or a change
in breathing on certain words that the witness speaks. As soon as he hears
that, he drills in on that. Are you astute enough to actually be able to tell
when there’s a change in pitch in one of your athletes who has come into
your office to tell you he wants to quit the team?

to hide something. All right, one more. You may have never seen this one
either. Boredom, all right, look at each other, boredom. All right, that’s good.

That would really be valuable for you. If you wanted to work with that
athlete you want to educate that athlete that you are the best chance
that athlete has of achieving their goals. You want to be prepared for that
because now you know what is coming. You have read the emotion, you
have heard the tell, you have got an idea, and you have got a plan for
resolving the conflict. But you have to find out what the cause of the conflict
is. Why does that athlete want to leave? Are you the problem? Is the team
the problem? Is the performance the problem? Are the parents the problem
or is it a relationship with somebody else?

[Laughs]

We are going to do some little exercises. If you can just get into pairs. And,
actually your animal companion is probably going to be the best one to
read.
[Laughs]
Because if you have an animal companion at home they know more about
your feelings and body language than you do, believe me. They can read
your face immediately. All right, so we are going to try this. Here’s what I
am going to ask you to do. Okay, sit with somebody else, face them. I want
you to look away. I am going to tell you a feeling or a mood and I want you
to turn around and show that, express that, with your face. Then see if it is
what you think you are projecting to the other person. All right, look away.
All right. Try the first one. You are ready?

[Laughs]
Now for something that happens a lot in my lectures. Apathy, look at each
other. Apathy. Here is one from the coach who just lost every event that
their team was entered for your team. All right, contempt. Okay, look at each
other. Contempt.
All right, last one.

Surprise. Okay, good. Now you are becoming experts. This is the basic level,
but now you got an idea. When you are talking to somebody, does it ever
occur to you to try to identify what emotion they are generating and what
their deeper emotions and their covert emotions might be? I want you to
try to pay attention to that now and really look. Be observers. Do not just
see because if you are communicating you want to generate a positive
rapport in which good things can happen when you invite that person into
a partnership with you, even if you are having a conflict with them. That’s
your goal. Your goal is to resolve a difference. You do not clear off a knot in
your shoelace by pulling harder on it. That’s why Indira Gandhi said, ‘you
can’t shake hands with a closed fist.’
If you are going to be in a defensive mode, nothing good is going to come
out of that. Sometimes the only common ground you can find is when you
and your adversary start laughing about it because laughter is common
ground. You can change an enemy to a friend by thinking of something really funny at the time. That is one of the reasons why I suggest you come
up with some scripts and plans for the kinds of conflicts you have had in
your life, including those in your own personal life, and prepare for those
conflicts by having a plan in mind so you do not feel like you are at a loss as
to what to do. I know I am taking a lot of money away from family law, but
the fact is I’d rather see you happy in every aspect of your life and not just
in your coaching.

Confusion. All right, look at each other.
[Laughs]
All right.
[Laughs]
All right, you are ready. Look away; distraction. Look back.
[Laughs]
All right. Here you go. This is a doozy. You may have never seen this before
in your life. Now look away. All right, anger. All right, look back at each other.
[Laughs]
All right. Are we mirroring the neurons or not? All right, here’s the next
one. Joy. Okay, cool, that’s great. Did you feel the temperature of the room
change? Well, that’s great. All right, here’s one. Look away. Fear. Look.
[Laughs]
One more. Secretiveness. Okay, look at each other. Secretiveness; trying
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Because if everything is good at home, believe me, it is good on deck.
I could tell you from being the head coach for so many student athletes,
one of the things I used to tell them- which they were not too convinced
of, is if you are not succeeding in your schoolwork you are degrading your
team’s performance. Because if you are worried about failing a course and
you are not telling anybody on the team about what’s going on in that
aspect of your life and you are a student athlete, you are taking your team
down. You are taking them down because you are going to be splitting your
attention on the performance of the event you are in. Because you are not
thinking about the team, you are thinking about what you screwed up and
you might not be on the team next year.
Meanwhile the coach and everybody on the team, they are making
plans for the future; you might not even be there. So, my goal for you as
coaches is that you practice these listening skills, conflict resolution, reading
nonverbal language, and recognize the differences with the generations to
the point where you are the first person that your athletes want to talk to
when something happens, whether it is really good or really bad. Or if it
is just like, “Hey, I went to Disneyland with my family the other day.” Just
be somebody that they can talk to. There’s a difference between being a
mentor and a tormentor. As a tormentor, it immediately sets up a dynamic
where people are afraid to tell you what’s going on in their lives because
they know that you are going to judge them, or criticize them, or correct
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them. And they are going to feel tension and stress about it, so they are
going to try to avoid you.
Have you ever had an athlete who just did not want to see you, even
if you invited him to come by they never show up? Why? There’s
something going on in their life that you do not know about that they are not
telling you about that’s affecting their performance, and it is affecting your
relationship. You are investing in them. You are not surrogate parents, but
you are mentors. You are teaching them how to live. Your example is one of
the strongest examples they have of how to live well in a balanced way and
still surpass all the expectations anybody else in their life might have of how
they can perform in their life. You are helping them train and set goals to
take them far beyond what anybody else thinks they can do.
They know if they feel valued and cared for by you, and that you really are
understanding where they are coming from, and you are on their side. They
know that you are somebody that listens to them and understands them.
They know that you have their best interests at heart, and they are going
to take that same attitude and share that through the rest of the team. You
are going to bring the whole team up that way. This is what you do. You
teach without words, by example. And you know what, so much of that
is body language. You know, are you confident? Are you humble? Are you
engaged? Are you understanding them? Are you listening? That’s it, that’s
what I want.
All right, there’s a pattern trap. Humans tend to simplify. When people
look at body language they often times think a couple of things in a
cluster and that pretty well explains the person. Well, people are very
complex and mysterious. I mean, to a lot of people swimming doesn’t look like
it is that complicated. But if you just go over to the business end of the ASCA
conference you could see how complicated it can get, and expensive. And
as I said, it is always been an honor for me to talk to ASCA members because
you are the most technically-oriented. You are dealing in hundreds and
thousandths of a second. You are dealing with improvement over maybe
the whole lifetime of an athlete. And also, you are dealing with goals that
you are setting for people and training programs that you are coming up
with, and exercises that will help them achieve those goals.
They are dependent on you and your knowledge and expertise. It is not
easy; it is challenging, it is demanding. Let’s look at the conflict resolution.
As I said, Crucial Conversations, good book on it. What is your goal? This is
when you are having a conversation with somebody where the emotional
stakes are really high. You know the emotions are going to be intense.
You want to get ready for that by training yourself and planning some
strategies and scripts that you can use in those situations, especially if
they have occurred before in the past and you know you are going to be
running into them in the future. There’s no time in your life you will be without conflict. The idea is you do not have to knock somebody else down in
order to stand up for yourself.
You have to be accepting of yourself, but you also have to offer to listen to
them first and let them speak entirely, even asking if they have anything
that they want to add, and checking back with them to make sure you’ve
understood them properly. Because you may not have heard it right. What’s
that line? ‘I know you think you know what I said, but you only knew what
you heard, not what I said.’ The problem is that we need to check back with
people with paraphrasing and summarizing. We have to deal with the
emotions right away because if the emotional stakes are high you want to
reflect back that you recognize what that person is generating, and also
what your needs and emotions are in this situation. Because you want to
have everything above board in this.

You want to handle the pushback, which defeats the spiral. There’s a
spiral that goes, I push you, you push me, I push you harder, you push me
harder; we’ve all seen it happening. If you grew up in a larger family you
know intimately how this works. I used to try to time teasing my brothers
and sisters so that when I gave them the last push my parents would be
walking through the door. That waym, when they were coming back on me
they would get in trouble, not me. But the thing is that’s manipulative. We
are not talking about that. We are talking about resolving the conflicts. How
much different your life would be from this day on if whenever you found
yourself in a conflict, about anything, you felt that you had built a way out
for yourself, of, if not resolving the conflict entirely, at least reducing the
tension and stress.
Maybe even just by agreeing to disagree. Maybe you are not going to
come to a resolution in the sense that you are both going to collaborate
on common ground, but maybe you can agree to disagree. If you are an
assistant coach and there’s another assistant coach who has a completely 180
different take on how to deal with a specific athlete, you can take that to
your Head Coach and discuss it as a debate, or as a petition, or an appeal
and then see what happens without taking it personally. If people start
red-flagging you with words that are insulting and ridiculing you , you got
take those out of there. You can’t take offense at that. You can tell them,
“When you use language like that I find I am not capable of listening to you
any longer and I want to understand where you are coming from. I want to
understand your point of view. But when you call me that name, when
you use words without dignity, I am not there anymore. I do not want to
be here.”
There are situations, do not get me wrong. There are situations where you
have to gracefully exit. If a person refuses to dialogue with you, there is
no dialogue. They are not there, they are gone. Okay, so resolution is
getting beyond the conflict towards agreement after you have found common ground. Now, you have got a roadmap for resolution, you have developed an attitude of respect, you have decided that speaking only works if
it goes into a listening, and that you are going to be the listener first. Then
you will be more likely to be heard, but that is not guaranteed. There are no
guarantees with those. But ultimately most people, if they are calm down
enough from the intense emotions will listen to you after you’ve listened to
them and they know you have actually heard what they had to say.
Meaning, the question I asked on Wednesday is, aren’t you worth a
hundred percent of somebody’s attention? And therefore, aren’t they worth a
hundred percent of yours? I do not care whether it is an athlete, assistant coach, head coach, or supervisor. Take the roles away, take the status
away, take whatever the differences are. Underneath, we are all wired the
same. There are emotions that I gave you to show those facial recognition.
Psychologists have found those emotions are universal. Anybody in
any culture knows what those facial expressions are for those emotions
because emotions are what make us human. We are human because we
feel things, and there’s always emotion present. Now, even though we are
all wired the same, we express those emotions differently. That is why you
have to observe the person you are talking to, to understand how those
emotions are coming across.
All right. Let’s talk about the Gen Z and generational conflicts. I once was
going to write a book. I started gathering materials for it, about 3,000
years of teachers’ complaints about students. Because a very popular topic in
everyday conversation is complaining about younger people, whichever
generation they are. I am in an age core where there’s so many other
younger people. I mean, I told my kids, please do not celebrate my birthday
because if I open my eyes in the morning, take a breath and get out of bed,
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that’s my damn birthday. But the fact is bashing young people is a popular
topic; why? Because they do things differently, they have different values,
they have different norms, and they have different numbers. They are sitting
in a different world.
We are talking about true digital natives. Now, in a year-and-a-half, 20% of
the workforce is going to be Gen Z. 80% are going to be post-bloomers,
Gen X, Gen Y, and Gen Z. I am a Baby Boomer, so I am on my way out; that’s
okay, that’s fine. Whatever is on the other side of death’s door better step
aside because I am coming through. What is it that we think of when we
think of Gen Z? We have these stereotypes about them. The stereotypes are
so misguided. Yes, they are high-tech. Yes, they are high maintenance. And
yes, they are high touch. You know what; there is a loneliness that comes
with social media that is incalculable. I said on Wednesday, somebody told
me, “You know, I got 1,500 friends on Facebook, but I have never met a
single one.” Well, what kind of a world is that?
You have got a projected personal brand of who you are, but you have
never talked to any of these people. If you disappear, if you are ghosted out,
who’s going to care? But they do appreciate face to face conferences with
people who matter to them. If you build a rapport with your athletes, they
are going to really value the time you give them one on one; they really will.
They are going to respond positively to it. Yeah, they are high maintenance.
Yeah, they are high-tech. Yeah, they are high touch. But you know what;
they need to have you show them how to set goals for themselves. They
need to self-evaluate their own progress. They need checklists. They need
to know how to get rid of timewasters. They need to have you help them to
become a professional in the sport they love. They got into because it was
fun, but now those goals are manifold into other kinds of things.
They also feel that you are showing them how to deal with life. One of the
things I told Darren Carol was I worked for six years on a PhD dissertation.
In the last week, when I was coming back from Trinity College, Cambridge,
in England, after spending a year researching variance on it, I disproved the
damn thing. It was nothing. But, I’d been a lifelong athlete. Do you know
what; I had to say, “Well, I gave it my best. I went all out. I did not win. I lost,
so what.” You know my coach used to say in high school, the scoreboard
never tells you who the best player was. I got to repeat the thing he told me,
which has always brought me some consolation.
He said, “The worst player on the field is a thousand times better than the
best spectator in the stands. So, gentlemen, do not leave the field thinking
that you are a loser. You leave knowing you are the champions who just
simply ran out of time before you could solve your problems.” That has been
really helpful. If you look at the terms for Gen Z, we can help them to adjust
to our ideas of success matching their ideas of success. But have you asked
them what their ideas of success are? Do you know what their goals are?
Do you know what makes them comfortable and what other experiences
they’ve had? As I said, for swimmers who have been in the sport since they
were four or five years old, they probably know a lot more about you as a
coach than you know about them as swimmers.
They have a lot of experience. They are not blank slates. I mean, I have
seen the tough love advocates who think you got to form and mold these
athletes into the champions. That is not really as effective as it might be.
That cookie-cutter approach has some severe limitations because it does
not work for everybody. You got to find a way of doing it for that athlete
at this time under you as a coach. Let me finish off with just one of the
quotes. I know we are out of time. Nomura said, “Every world champion has
a coach, and there’s a simple reason for this. You can’t see your own game.”
You need to coach yourself on paying attention to nonverbal language, on
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strategizing and settling goals for conflict resolution, on figuring out a
script and an approach for those who are different generations than you.
You have to make, as one of your top five lifetime goals, to become an
excellent listener in your life. Not at the advanced level, not at the elite level, not at the champion level. I want you to be a world-class listener. And
if you try it for a year, if you try actually listening every time you have an
encounter with somebody, because listening is very close to memory.
You will have to write a lot less, there’s so many benefits to it. But also, the
quality of the relationships and the rapport you develop with people will
reward you immensely. No one is successful on their own, life is a team
sport. I tell my students, ‘It is not what you know or who you know; it is who
knows you and what they know about you.’
That is where success comes from, because other people will make you
successful, even if it is just an offhand remark. Hasn’t somebody given
you something that you heard from them that made all the difference in
the world with why you are a swim coach today? The biggest thing, the
problem in communication, George Bernard Shaw says, “It is the illusion
that it is taken place.” If somebody is not listening, that speaking is no
message at all. If you have missed any texts, you know what I am talking
about. People do not generally respond well to judgment, criticism, and
fear. The best results come when athletes are calm. We will partnership,
I wanted his feedback. There isn’t a one-size-fits-all answer. It requires understanding of players’ movements, length, comfort, and learning patterns.
And then guiding her or him to do what works.
After the workout is over and they are tired, that is the best time to get
to know them. Their defenses are down. We have just been through
something together. I can listen to them and find out what they want and
see the world through their eyes. That is my challenge to you. Try to see the
world through your athlete’s eyes, through your loved ones’ eyes, through
your associate’s eyes, your fellow coach’s eyes, for every encounter you
have. You see when you are talking to somebody, you look at their ear and
you think about that. Think about that, that’s shaped like a question mark,
right? So, I ask him questions. Ask him open-ended questions; try to find
out where they are coming from. Try to find out what they go into this with.
Try to find out where they want to go.
And remember, when you are having a conflict and you want to resolve it, read the body language, but have a plan, and have a goal, and
make the effort to work at collaborating with people that you are inviting into a partnership. You are part of the team; you are not over the
team, you are not under the team, you are not outside of the team. Team
doesn’t have any Is, but there two Is in listening. I hope that was helpful.
Thanks so much.
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