ASCANEWSLET TER
American Swimming Coaches Association

Leadership • Education • Certification

2019 EDITION | ISSUE 7

Carol
Capitani
UNIVERSITY OF TEXAS WOMEN’S TEAM

will be a featured speaker at the ASCA World Clinic
Dallas, Texas. September 3 - 8, 2019.

In this Issue:
“Put Your Hands Down”
by Guy Edson ...................................... 4
MASTERY

by Greg Malszecki ...............................

13

Writing the Best Age Group
Practices, Ever
by Mark Bennett ................................ 16
Why a Coach Should Own Their
Own Club
by Bill Schalz ...................................... 29
The Truth About “Changing the
Culture”
by John Leonard ................................ 38
The Zen of Personal Change
by Dave Salo....................................... 42
Should Athletes Be Allowed to
Enhance Their Genes?
Nick Busca........................................... 51
Flow – Alex Honnold – You,
“Free Soloing”
Don Swartz......................................... 55

2 | ASCA NEWSLETTER

ASCA NEWSLETTER | 2

The World’s Only
Protective Swim Cap®

Once upon a time, it wasn't cool to wear a helmet...

...let's make it cool in swimming!

GET PROTECTED!
We invented the world’s
only protective swim
cap®- but it does so
much more!
Endorsed by

Endorsed by
Olympic Gold Medalist,
Rowdy Gaines
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HIT Honeycomb Impact Technology® – patented
technology designed to reduce the impact of accidental
and recurring head strikes in the pool
TEKFIT® – designed with no wrinkles and built for racing
DURABILITY – compression molded with premium
silicone that is designed to outlast other caps

HammerHeadSwimCaps.com
1-888-842-5151
info@hammerheadswimcaps.com
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“Put Your Hands Down”
by Guy Edson

Inevitably, when I am explaining then next swim set to age group
swimmers the hands start going up before I have finished giving the
instruction! I think to myself, “What is this? I haven’t even given
you the whole story yet?”
Since I am an old guy, I can tell you I never saw that happen 30
years ago. This is a phenomenon I have noticed that is becoming
progressively more common over the last 15 years.

different today” you’re going to find a ton of opinions and a tiny
bit of authoritative research. Most authoritative articles say that
today’s kids actually DO think differently and that they learn
differently than their parents… and very differently from people

Most people say that kids are different today. If you use your
favorite internet search engine and look for “are children

of my generation.
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You might find articles that discuss “inductive discovery versus

I also found an article in the Wall Street Journal by Joanne Lipman

deductive discovery” and “inductive teaching versus deductive

entitled “Why Tough Teachers Get Good Results” which was

teaching.” One article says that children’s brains are physically

about a teacher she once had. The letter to the editor the next day

different including one area of the brain that is more developed

responded with:

these days and enhances inductive discovery – the ability to figure
things out through interactive exchange. Inductive teaching

No one remembers any teacher who wanted to be your friend,

would allow and encourage hands to go up. Deductive teaching,

who was so lazy as to only dish out false praise and who expected

sometimes referred to as “old school” teaching, would discour-

nothing of you. Everyone remembers the taskmasters, the tough-

age interaction and be more of the “be quiet and listen” type of

love types, the demanding educators. They were the ones who

teaching.

worked harder than you did and kept you working until you performed. Until we get these types of teachers, American students

Here are a few comments I found:

will continue to underperform and feel good about it.

The No. 1 thing they [teachers] need to know is that kids’ brains

In cruising around the internet I am finding a great deal of agree-

are physically different from the brains of kids a generation ago

ment with the above sentiment and much of it from teachers.

because of the way they’re taking in information -- because of this

However, anecdotally, the majority of opinion I am seeing is that

fast-paced digital intake, which is different from the way a lot of

Old School teaching is no longer acceptable.

people here [Boomers] grew up. Neuroscientist David Eagleman
I started feeling guilty for being so “old school” and I had a fleeting
Television, computers and video games have all contributed to

thought that I should allow the hands to go up and accommodate

changes in the ways a child’s brain takes in new information and

the questions. (But then I had this halting thought that it would

assimilates it. Children today have a shorter attention span than

now take me 5 minutes to explain a set and if I have 6 sets a day

children of past generations. This is due to the fast paced and ever

then that is… 30 minutes of explaining?)

changing landscape of media such as television. Information is
provided in short bursts, and children are expected to move on

Wait a minute! This is apples and oranges. Explaining a set is not

from one topic to the next rapidly. ETLlearning.com

“learning” a new skill or a new concept. It is a set of INSTRUCTIONS for something they already know how to do. I am talking

Although research in brain development among Millennials is

about the about the basic ability to listen to instructions and “get

fairly new, some medical experts say the brains of people in this

it.” One “gets it” by listening to the whole instruction within the

generation are physically developing differently because of their

context of the situation and then applying their brain. And even

almost constant interaction with technology. These changes in the

when one doesn’t hear every detail one is left to figure it out. And

organ could affect Millennials’ communication skills. Excessive

so I say, “hands down, listen, and think.”

tech usage, according to leading scientific publications, atrophies
the frontal lobe, breaking down ties between different parts of the

Is this harsh? Is it bad coaching technique? I’d rather think it’s pre-

brain. Too much technology use also shrinks the outermost part

senting the swimmers an opportunity to gain the life skill of learning

of the brain, making it more difficult to process information. Er-

to pay attention to instructions and then carrying them out.

ickson said this can affect the way people interact.

https://www.

publicsource.org/technology-is-changing-the-millennial-brain/

Guy Edson is a staff member of the American Swimming Coaches
Association and has been presenting clinics for swimming coaches
and parents since 1988. He was a full time coach for 15 years before
joining the staff at ASCA and for the past 30 years has been a part
time coach working primarily with developing swimmers.
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LEARN TO SWIM
SAFETY!
Dear Learn to Swim Professionals – the below is from our most

confident young swimmers in the water at every level of skill abil-

esteemed partners at HAMMER HEAD. While it is addressed to

ity and age. We all recognize that as persons in trusted positions,

SwimAmerica Coaches, the truth is, this important message is cru-

it is incumbent on us to minimize injuries and reduce liabilities to

cial to anyone and everyone involved in Learn to Swim, which is

our sport in every conceivable way possible.

the base of all aquatic participation. The first place to protect the
brains of our young people in the water is in swim lessons and the
protection offered by Hammer Head is the only product like it on
the market, and brilliantly simple and effective in offering safety
from head injury in lessons as well as swim team activities.

If we’re ever going to protect the vulnerable brains of young
children, we have to start with “learn to swim” and “stroke class”
swimmers. Improved safety in the pool will translate to happier
parents, confident swimmers, increased participation and retention into our sport. Swimming has not significantly improved

Coaches and Teachers are all about taking care of our students

head protection technology in the last 20 years while other sports

in the safest way possible. You can’t top Hammer Head when it

have proactively risen to the challenge from the ice rink to the ski

comes to Safety. Please consider them for your Swim Lesson Pro-

slopes.

gram. All the Best, John Leonard, ASCA Executive Director.

Greetings to all Swim America Coaches!
We know you are all deeply involved at this height of the
swimming season.
But we wanted to take a moment to reach out and express how
thrilled we (Hammer Head Swim Caps) are to be partnering with
ASCA and Swim America this season.

Hammer Head is equipped to answer any questions you have
and walk you through the simplest, fastest way to introduce “The
World’s Only Protective Swim Cap” to parents of young swimmers.
What parent doesn’t want to protect their child in the pool?
Please feel free to reach out to our team to begin this process. Your
parents and your swimmers and your insurance carriers will all
thank you for this effort.

We all put “Safety First” and want the same thing - safer, more

Visit www.hammerheadswimcaps to learn about our unique
technology, fit and safety features to keep your kids safer in
the pool
We look forward to working together!
David Burns
Co-Founder and COO – Mako International, LLC
p: 888.842.5151 (ext. 3) | m: 612.532.7529
The World’s Only Protective Swim Cap

Honeycomb Impact Technology®

www.hammerheadswimcaps.com
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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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PROGRAM
51st ASCA WORLD CLINIC 2019 • Dallas, Texas • Sept. 3 - 8, 2019

TUESDAY 9/3/2019
CSCAA TRACK
Cal Dietz
Steve Bultman
Arthur Albiero

1:00PM - 1:50PM
2:00PM - 2:50PM
3:00PM - 3:50PM

Tri-Phasic Weight Training- Intro/Interview
Topic TBA
Topic TBA

Special Paid Schools
Greg Malszecki
John Leonard
Guy Edson
Don Heidary
Tom Ugast
Karen King

8:00AM
8:00AM
8:00AM
8:00AM
8:00AM
8:00AM

Listening Workshop
Becoming the Best Swim Meet Coach you can be
Writing Age Group Workouts by Objective
Level 4 Leadership School
Level 5 Administration School
SwimAmerica Program Directors and Site Supervisor
Training

- 12:00PM
- 12:00PM
- 12:00PM
- 5:00PM
- 5:00PM
- 5:00PM

Wednesday 9/4/2019
Sponsored by SwimAmerica

8:00AM - 6:00PM

CSCAA TRACK
Greg Meehan
Jon Duncan
James Winchester
Carol Capitani
CSCAA Coaches Forum

8:00AM - 8:50AM
9:00AM - 9:50AM
10:00AM - 10:50AM
1:00PM - 1:50PM
3:00PM - 3:50PM

BUSINESS OF SWIMMING TRACK
Tim Welsh
Mike Switalski
Krista Kezbers
Andrew Barranco, Queenie Nichols
Paris Jacobs
8:00AM - 1:00PM
Special Paid Schools
Dr. Gary Hall Sr.
Dale Porter

8:00AM - 5:00PM
8:00AM - 5:00PM

Don Heidary

8:00AM - 12:00PM

ASCA Board of Directors Meeting
Keynote Talk: Chuck Warner,
Mark Schubert, Dennis Pursley,
Jon Urbanchek

1:00PM - 5:00PM
7:00PM - 8:00PM

Exhibit Hall Welcome Party

8:00PM - 10:00PM

Learn to Swim Conference all day

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

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

What We Will Need in The Olympic
Year
Exhibit Hall Grand Opening

ASCA NEWSLETTER | 9

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

THURSDAY 9/5/2019
Exhibit Hall Hours
SwimAmerica

9:00AM - 5:00PM
1:00PM - 5:00PM

MAJOR TALKS
Greg Meehan
Ira Klein
Visit The Exhibit Hall
Carol Capitani

8:00AM - 9:00AM
9:15AM - 10:00AM
10:00AM - 11:00AM
11:00AM - 12:00PM

Age-Group Track
Andy Korda
Jackson Leonard

1:00PM - 1:50PM
2:00PM - 2:50PM

Visit The Exhibit Hall
Steve Haufler

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

Jackson Leonard, Steve Haufler,
Andy Korda

4:30PM - 5:00PM

Senior Track
Greg Meehan
Carol Capitani
Visit The Exhibit Hall
Ira Klein
Ira Klein, Greg Meehan,
Carol Capitani

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

4:30PM - 5:00PM

Ways to Get Faster and Better
Dr. Genadijus Sokolovas
1:00PM
John Leonard
2:00PM
Visit The Exhibit Hall
2:50PM
Don Swartz
3:30PM
Annual Awards Banquet

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

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

Program Directors Conference, Problem Solving,
(SwimAmerica Program Directors Only)
Topic TBA
What I Have Learned From 40 World Clinics
Topic TBA
Traveling Underwater
Conflicts of 2018-2019- What I Learned (Mistakes with
parents, coaches, administrators, etc.)
Advanced Technique Progressions for the Age Group
Swimmer
Panel Discussion

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

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

6:00PM - 9:00PM

FRIDAY 9/6/2019
Exhibit Hall Hours

9:00AM - 5:00PM

MAJOR TALKS
Jack Bauerle, Chase Kalisz
Multiple Speakers
Visit The Exhibit Hall
Eddie Reese

8:00AM - 9:00AM
9:15AM - 10:00AM
10:00AM - 11:00AM
11:00AM - 12:00PM
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Team Building
Coaches Forum
Coach Ed Reese Interactive With Jack Conger
or Will Licon

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

FRIDAY 9/6/2019 (cont.)
Age Group Track
Andy Korda
Michael Brooks
Visit The Exhibit Hall
Steve Haufler

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

- 1:50PM
- 2:50PM
- 3:00PM
- 4:30PM

Topic TBA
Teaching Racing Skills to Young Swimming (Part 1 of 2)

Senior Track
Jack Bauerle
Chuck Warner
Visit The Exhibit Hall
Michael Ashmore

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

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

Team Building
Hall of Fame Coaches Panel

Related Coaching Knowledge Track
Dr. Susan Kleiner
1:00PM - 1:50PM
Marisa Watts Cozort
2:00PM - 2:50PM

Teaching the Catch in the Strokes

On Breaststroke
Nutrition (specific topic TBA)
Finding Swimspiration through film; movies to help your
swimmers through every part of the season

Visit The Exhibit Hall
Michael Lawrence

2:50PM - 3:30PM
3:30PM - 5:00PM

WSCA Meeting
Olympic Head Coaches
Reunion Dinner

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

World Swimming Coaches Association Meeting

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

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

11:00AM - 12:00AM

The Councilman Lecture

Senior Track
Ron Heidary
Abbie Fish

1:00PM - 1:50PM
2:00PM - 2:50PM

Abbie Fish

4:00PM - 4:50PM

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

Age Group Track
Jackson Leonard
Stuart Smith
Alex Carney
Michael Brooks

1:00PM
2:00PM
3:00PM
4:00PM

The Newbies Speak- New Ideas From Coaches

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

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

Topic TBA
Structure and Function of the Age Group Program
Coaching 10 and Unders
Feel for the Water- What it is, How to Develop it
(Part 2 of 2)
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PROGRAM
51st ASCA WORLD CLINIC 2019 • Dallas, Texas • Sept. 3 - 8, 2019

SATURDAY 9/7/2019 (cont.)
High School Track
Kevin Murphy

8:00AM - 8:50AM

Ron Blanc

9:00AM - 9:50AM

Eve Julian
Kevin Murphy

10:00AM - 10:50AM
1:00PM - 1:50PM

Eve Julian
Ron Blanc

2:00PM - 2:50PM
3:00PM - 3:50PM

Smart, Experienced People with Wisdom to Share
Glenn Mills
Wayne Goldsmith
Glenn Mills
Wayne Goldsmith

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

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

12 | ASCA NEWSLETTER

8:00AM
8:00AM
8:00AM
8:00AM
8:00AM

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

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

MASTERY
by Greg Malszecki

A “master” is one who has ability & power to prove supremacy or superiority, command of actions.
YOU become a ‘master’ through deliberate practice (purposeful practice) over a long period with
focused effort plus deep understanding of principles encoding strong mental representations into
one’s trained physiology to activate the human potential to improve performance as long as they train
in the right way, seek coaching feedback to identify weaknesses and strengths, model themselves upon
others who have chosen to do the same work with that same intensity, apply tremendous effort to achieve
certain defined decisions as goals. How much you improve is up to you. There is no point at which performance maxes out. Yet you must train in humility expecting mistakes, knowing no one is perfect.
Malcolm Gladwell was wrong about that simple fact of 10,000 hours of practice—it varies from field to
field. Superior expertise requires focus to acquire comprehensive knowledge, to accomplish many different practiced skills, and to seek impeccable execution without flaws for every action consistently.
How do you tell apart a master, an instructor, a senior, a rookie, or lay person? What’s your “horizon”?
Where do you give up? Mastery is not an absolute—there are different evolutions and different levels
even though so many of both which are far, far beyond “excellence.” As a person ages, they must adapt
their skills and learn to change their philosophies, their abilities, their body’s capacities, and even adapt
to health. But aged masters are way above the average instructors. What’s different? It is more than
adaptation. The most powerful are the most humble.
The “thing” or “art” you want to master will become your entire life, so you better be sure it is something you really, truly care about—every day it demands ruthless driving effort, complete self-discipline,
dedicated laserlike attention, and tons of time: low levels=12-15 years/ mid to high levels=25-30 years/
confirmed mastery 30- 70 years. You need a blueprint of how you will get there plus must learn something every day to be beyond seeking 1% progress in your chosen field. IT’S HARD WORK. Choose! Make a
decision rather than set a goal.
How to become a MASTER—breathe/move/effortless power/have fun/calm/know yourself/be brave:

1)

Decide upon the specific life driving you to succeed, a worthy one.
Exercise your humility, mark of greatness

2) Develop a strategy to help you achieve your goal—think looooongggg term success. But
question always
3) Start learning everything you can about your chosen field of expertise—follow successful
models/review them
4) Be dedicated to developing skills you need to be superior: identify & practice with deep
work to improve 1%
5) Set milestones to evaluate & measure your progress: How did I perform?
Where must I improve? Listen…

People fail to achieve mastery not because they are not talented enough but because they aren’t
disciplined enough—the potential exists in all of you, so never stop pushing higher and higher. Be honest with yourself--- the key to ultimate success is acquiring as many skills as possible with power & intelligence using your human potential—it is a path all of us can follow. BUT none reach “perfect”…”Horizons”
are imaginary lines. Don’t quit!
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Thought for the Day
Coach Peter Daland’s
World Clinic 2018

“The Ethics of Coaching Young People –
Remember to coach athletes for
SELF-RELIANCE. Coach them to NOT need you
all the time. Coach them to NOT need parents
all the time. Coach them to be able to work
effectively on a team with a different coach
when YOU are not there. This has always been
the strength of our USA National Teams.
Our athletes are self-reliant and not
coach-reliant. Everything does NOT have to be
perfect for a fine race performance to occur.”
Coach Daland is one the iconic names in American Swimming and Coaching. Head
Olympic Coach in 1964 for women, and 1972 for men, Director of Competition
for the 1984 Los Angeles Olympic Games, Head Coach of USC, and won 8 NCAA
Men’s Swimming titles at USC.
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Writing the Best Age Group Practices, Ever
by Mark Bennett
Mark Bennett: When writing this talk, I looked at my practices on a daily basis. I wrote it out ahead of time, and sometimes, if I do not write every single
little tidbit that we are going to do for the day, I have a really good idea of
what it is going to be. I always make a weekly plan to begin with and I am
putting the talk together and putting an outline together and I am like, ‘We
can elevate this. We could do better. We could make this, we could put this
in here and we could do.’ And the whole time I am writing the talk that you
are going to listen to, I am thinking the same thing. I had the title and got
to everything but the last word and thought to myself, “Well, don’t we try to
break the best ones ever , and if not, then why not?”
That is what I strive to do every day and it is something I think about a lot.
You are familiar with the story about ex-President Jimmy Carter about ‘why
not the best?’ It is a story where he was finished with his schooling in the Naval Academy and he was going to get a promotion. He met with one of his
heroes, who was interviewing him for this promotion. Admiral Rickenbauer,
I think it was. In meeting with him, he sat down with him and they went
through his credentials and everything and one of the questions he asked
him was, ‘Where did you rank in your class?’ He said, ‘Well, I ranked 59th out
of 850’ He said it very proudly, as if it were something to be honored by and
he expected the admiral to look at him and go, ‘Wow, that is outstanding.
Yeah, you are definitely in for this thing.’ Instead, he looked at him with a
stoic face and said, ‘Well, did you do your best?’ and he thought about it and
he goes, ‘Well, yeah.’ And he thought about it some more, ‘Maybe.’ 10, 20,
30-second pause and said, ‘Well, not all the time.’
From that point on, he is obviously an exceptional person for the rest of his
life. He lived by, ‘Why not the best?’ I think about that very often. I will write
a practice and I will come back to it and go, ‘Well, is it the best I can do?’ How
many guys want to see the best from your athletes every day? Only half,
wow, I am just kidding.
[LAUGHS]
But yeah, I know you all do. You want to see that every day, I know that
they want to see the best from you every day. So think about the best and
if there’s 300 people in the room, we have 300 people every day who are
putting in practice together and going, ‘I destroyed the best practice ever.’
You could do it the next day and you could do it the next day and you could
do it the next day. Keep that in mind, try not to be normal, and try not to
make average practices; it makes a big difference.
These are wordy slides because I am going to do a lot of talking and not all
of them are relevant. I am not going to read the slide, so again, you guys can
have them later and it will be helpful to go back through it. My philosophy
of coaching elite Age Groupers: I want to make sure that I am taking care
of the long-term needs of each athlete while taking care of the short-term
step to get there.

to be in a place where they are excited to be there. All of you guys have had
the parent who comes to you and goes, ‘Yeah, my 12-year-old Johnny does
not want to come to swim practice. Why doesn’t he like it? Why?’ Maybe we
need to get to ‘five whys.’ I know that was one of the books from Jackson,
before we get a real answer in there, but you want them to feel safe. You
want them to feel like they have friends there and that no matter what, you
are there to help them and that everybody else is there to help them, too.
Feel challenged, okay? You want them to be challenged every day. I know
that for you guys that is the main point of practice, is you are there to
challenge them. You want them to accept that challenge and run with it.
Each one is part of your team and if you have the quietest people in your
group who you wouldn’t know if they felt like you are part of your team,
you have to pull them in. You have to encourage others in your group to
pull them in; you have to encourage them to become leaders themselves.
I always do that in my goal meetings at the beginning of the year. I will
have the quietest, mousiest person in my group and we are speaking
one-on-one and I am trying to get more than two words at a time from
them and more than 10 words cumulatively in a 10-minute time span. We
talk about, ‘How are you going to be a leader this year if you are not talking
to people?’
It is a good start; talking to people, pick one. Pick one person and be a
leader with that one person and start there and let it go from there. I try to
make them feel like a bigger part of the team. When I am putting together
a practice plan for a single practice I am thinking about objectives for that
long-term development and aerobic based training. We want to promote
that in every practice. That is not to say that we won’t get into a practice and
we will do something that is a little bit more exciting than just getting in
and just growing the aerobic tank.
Following objectives and highlight priorities for the season goals. I think
about that, I do not get that excited until about two weeks from now for my
short course season when I start getting goal sheets back from the swimmers. I love it when I give them a goal sheet and it comes back like the day
before practice and they are like, ‘Here, here, goal sheets,’ and I’ll look at that
one right away and be like, ‘Ooh, I might change what we do at the end of
practice today based on what I am seeing here; this is exciting.’
That is where I want to be directed as a coach. I want to be able to look at
those goals and be able to say to myself, ‘What am I going to do to help
them?’ Number one, reach their long-term goals. Number two, secondarily, what are we going to look at for their short-term goals, as well? Giving
swimmers opportunities to fail, learn, and grow.

The path of many miles starts with a single step. I am thinking about that
constantly. ‘How does this fit into the huge picture that I have for this athlete
and what can I do today to get them to take that one big step and make it
exceptional for that person?’ and say - have them walk out of practice and
go, ‘I got better at this. I improved this today, this got better.’

If there is punishment and consequences for failure in your group,
then there probably is not a lot of space for freedom to grow. Now, your
punishment and getting consequence is for the lack of effort and not trying,
that is probably fair. They are probably not failing at that point, they are just
ceasing to try to fail. But, if there’s always punishment and consequence for
failing, then chances are they are not going to try as often and try as hard.
Giving swimmers opportunities to complete challenges and connecting
goals to intrinsic motivators.

Some of the boys, they’ll kid around that they are videogame monsters.
They will get out of the water and they are like ‘endurance plus three,
charisma plus two,’ and you are thinking, ‘good would’ve been fine, but
yeah, at least you are thinking. That is nice.’ But, trying to think about that
long-term and short-term, immediate needs for kids to feel safe. They want

They want those things, when they turn in that goal sheet, they want them.
I ask them, ‘How bad do you want this? What makes you think you can
do this? What inspires you about this? Do you look at this and do you get
excited? Do you think two weeks out from your major meet, are you
going to go to bed at night and you are going to be lying there staring at
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the ceiling with your heart pounding and going, “I think I can break 50 in a
100 free.”’ I mean, it might not sound real exciting to every single person, but
for that kid, can we draw what we do in practice to that internal motivator
that gets them excited about what’s happening?
Giving the swimmers a chance to control their environment, letting them
help set team goals, support their teammates, team building. You guys have
probably figured out, I probably didn’t realize it as much as I did after talking to some individuals after my talk yesterday, and they go, “You ask a lot
of questions from your athletes.” I go, ‘Well, yeah. Why wouldn’t I? I want to
know what they are doing and I want them thinking about how it works
with what’s going on.’
There’s no better way to tell if things are working than to get feedback. If
you have coached 11, 12 girls and 12 to 13-year-old boys, that is not always
the easiest thing to do and to get the kind of feedback that you would need
to continue to get better. Writing practice with a purpose, a) think about
where you are in your season plan. I didn’t really go over season planning,
those guys who want to know how I planned a season would be willing
to go talk about that another time. Go over those set goals, go over those
methods. Look at your season, look at what you want to do today, look at
what you want to do within that cycle, and plan from there.
Once I make a season plan, and once I have goal sheets back, things just fall
in place so I do not have to do a lot of thinking. Part of that is because I’ve
been coaching the same Age Group for practically 20 years, but the other
part of it is that I know what I want to do to help them get where they want
to go. Things just move pretty organically from that point. Our mesocycles:
I have a lot and part of that is just because that is for me to compartmentalize. I do not do that for the kids and I do not do that for other people who
are on deck or assistant coaches we have in our program.
I do that for me, so I can say, ‘We are moving this way. We are done with this.
We are moving to this. We have a pre-season, which is now. It is two to three
weeks.’ The guy assisting me on deck, Caleb Magoo, he knows we are going
to get to, ‘What do you want to do next?’ “I want to do 15 minutes of work
on open turns.”
‘Okay, well, what’s that like?’“Well, let’s look at them and let’s see what major
problems we have to address and let’s assign some drills. Let’s break up the
group, let’s move the kids around, and let’s have them watch each other.” It
was not so strictly modified that it has to be, ‘I want you to put your hands
on the wall, I want to put your head in the wall.’ I am not saying we do not, I
am just saying we have a general idea, and then we can work around what
we want to do based on what’s going on.
Now, that is pre-season. It is a little bit more free flowing. We build aerobically, meaning that we are trying to keep the heart rate 160 or lower almost
all the time and we are doing more volume. We are spending more time on
it and we are spending more time with their face in the water for longer periods of time until we get to a point where we go, “We have got them where
we want to be and now we are going to start bringing in more intensity with
the threshold.”
So aerobic build to aerobic max, we are going to stay there and let them
adapt for a couple of weeks then we go into threshold build. That doesn’t
change the amount of volume that we are doing on a regular basis. It really
just changes the focus of that aerobic work that we are doing. Before it is
half threshold work and half aerobic work. Because they are young kids,
they are probably doing both at the same time and do not know it and we
are not going to lactate test them so we do not know.
I think it’s interesting to see them personally start thinking about working hard.
I love it when we get to about the ninth or tenth weekend of the season, they’ve
already done a couple of meets and go, “When do we get start working hard?”

Like the last nine or 10 weeks, what are you talking about? Why didn’t you
work hard on the first day? That was supposed to be hard work. Threshold
max, we stay there for a little while and let them adapt. Then we get closer
to the end of the season for a short course championship meet or Junior
Olympics is the President’s Day weekend in February.
Some of them will go farther than that. Those last three or four weeks before
we hit our taper is largely done working on race pace work there and more
of the short-term gains. Micro cycles: Sometimes it’s weekly, sometimes it’s
biweekly. Just looking at where I am in that mesocycle and then saying,
‘Okay, well, what do I want to set up on a day-to-day basis and what do I
want this to look like? What stroke drills are we going to do?’ Because we are
going to train for everything, we are going to practice everything.
Not everything every day, but we are going to get there, no problem. I
watch the kids a lot during warm-up to figure out what immediate things
we are going to work on and if we are doing some drills at the beginning
of practice, we might stop doing what we are doing to figure out why this
immediate weakness is a common thread among the 15 of the 20 kids that
are in the water.
I watch a lot of that at swim meets. Most of the things that I take away from
swim meet isn’t what I print off from a Meet Manager report. Most of what I
get out of that is watching them and seeing what they are doing and looking at that and going, ‘Well, what’s our biggest glaring thing that we need
to work on right now?’ Which 90% of the time it’s just committing to underwater dolphin kicking, but still being able to bring that back to practice and
put that into what I am planning.
Once we have those goals, a lot of that is what I do is how to do it is
different. So, deepen those goals, make practices measurable. We have the
clock. You are not the clock; the clock is the clock. Make sure that you are not
just sitting there with a watch and calling times.
I do that from time to time when I want that to be important to them, but
at the same time I am going to be coaching and the clock is going to be the
clock. So measure what they are doing and maybe sometimes that is by
distance, maybe sometimes that is by time, and maybe that is by rep count.
Things like that make it engaging. They have to think about what they are
doing; maybe you assign them points every time they do it correctly.
If you did 20 reps, assign them five points. If they were able to do everything
that you want them to do for every single rep by the end of it you’ve got a
hundred points. Kids hate a hundred, because everything at school is out of
a hundred. They get things that come out of percentages.
When they get 65 out of a 100 on a set and they realize that they only did it
right 13 times out of 20 objectives and get a 65% in a practice, they are like,
‘Wow, I got a D on that set.’ I said, ‘Well if you did it 13 times out of 20, what
makes you think you are going to do it right four times out of four in a 200?’
“I do not know.”
So I say, “Well, we are going to do it again in the near future. You should probably figure that out by then.” Make it fun; again, there’s no consequences at
failure. ‘If you got a 65 or lower, I want you to get out and do 50 burpees.’
What did that do? Number one, it made them not want to try the next time
they do it because it’s not worth it; and the other part of it is, then they hate
burpees, too.
If you want them to do burpees, if you really want them to hate burpees,
have them do a really lot of burpees. If you like burpees, do not have them
do burpees for punishment because then they won’t want to do burpees
anymore.
We do not have average days of practice, at least that is what I like to tell
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them. If they come in expecting an average day, then they are probably not
going to improve. This would be an average day; I would say this is a bit formulaic, in terms of what we would come in and just try to put together here.
Warm-up usually is a 300, almost every time so that the kid who is in the
bathroom or the one whose goggles broke right before they got in, they
know what we are doing. We are doing a 300. I like that there’s that one kid
who still asks every day and then I say, ‘You do the same thing,’“No, one day,
we came in and -,” ‘No, you didn’t. You are making that up.’ We usually do
between 800 and a 1,000 of kicking, drilling, and building. Pretty much our
meet warm-up every time, too.
We do not do the same thing every time with the kicking, drilling and
building mostly because I did that before and while I think it did a good job
of getting the kids in the mode of what we were doing in practice, it definitely got them a little bit too comfortable and lackadaisical. They were not
thinking; the more we mix it up and the more we switched it around, they
would get in tune to what we are doing. They would think what would you
do this time? How are you going to do it different? Race skills: I like to do
those immediately after warm-up and kicking and drilling most of the time
because they are fresh; they are not tired yet.
I think there’s a time and place to do it at the end, I like to do it, most of the
time, right after warm up so that they are real easy to corral. I think now
that I have done it for quite a while and they expect it and they anticipate
that and they know that that is not a time to be noisy and visit; they know
that that is a time that we really like. Most of the time, I tell them, ‘You guys
asked to work on starts, you guys asked frequently. When we work on them
and you behave in a manner that is not going to make you improve, you are
showing me that you do not want to work on starts, so you really just want
to sit around and talk.’
‘You could do that any time before 5:15 and after 7:30, no problem. You
can do that. You have 22 hours and every day where you could make that
happen.’ And they do because they are on their phone all the way until
whatever time at night. Main set is usually between 1,800, 2,400 yards,
meters and aerobic or threshold- even once we get into our taper period.
They are still doing that kind of work. I do not do different kinds of work
once we get to that point, we just do less of it so that they are not doing essentially anything that is that much different than before. They are just not
doing as much and as a result their bodies are able to super compensate.
The practice probably lasts 15-20 minutes of practice every day.
It is something fast, whether we are working on race pace. I’d forgotten,
I wanted to attach a pace chart through here. I have made and laminated pace charts for 200s, 400 meter, I have done 400 IMs, etc. I even do
hundreds, showing what the split 50s should be for fly and breast, and for
back and free because I think they are very different.
Well, let’s say the normal swimmer would do that. If your goal is being able
to split your first 50 like that, then we will do that kind of work. We will do
lots and lots of foot speed and lots of fast kicking towards the end of practice, whether it be short interval base or whether that be longer interval
asking for more speed.
We will do best average, blue pace MVO2. I know I said I didn’t do a lot of
it, but that is the time that I would do it. Or we’ll make it a game, when I say
game, your kids have probably said this before, “Is it a fun game or is it your
kind of game?”
[LAUGHS]
Every time, I say the same thing, “Both!” And they are like, ‘Ugh.’ But usually
they get done and they have a lot of fun and then they go, ‘Well, what are
you going to do? Do you have goals for next time you are going to do it?’
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“Yeah,” they’ll tell me, and then they’ll go, “Oh, when are we doing it again
because I do not know, it was really hard.”
Warm-up- I know I got into this a little bit. It gives you a little bit deeper
understanding of what we are doing. There is a physiological purpose to
warm-up; you are trying to elevate and increase muscle temperature and
you are trying to increase flexibility.
With Age Group athletes, that is really easy to do. They probably were done
with it at about a 150, but if you need more than that and you give them a
300 one day instead of a 150, they are going to probably reject that, rebel, it
is probably not worth fighting. So, just give them a 300 from the beginning
or the longest distance you ever want to give them and just keep doing
that, because once you go shorter it’s really harder to come back.
The physiological purpose is familiarity with kinesthetic feel. I call it ‘remembering how to swim,’ you spend the first the first part of practice, remembering what you are doing there. Prepare for the practice. It is a sneak preview.
If you are doing IM work, it does not make a whole lot of sense to get in
there and start doing lots of descending work to threshold and freestyle
unless that is going to be a focus for you that day.
You want them to remember what they are doing and how to do it; dialing
into routine to prepare for work. The same reason they did the same warmup every day, it’s the same reason that I do not do the warm-up every day,
which is I want them to get into a routine of what they are going to do even
at swim meets, even at the senior level. But, there, they do not do the same
warm-up every day either except for the first 400, they do that.
A typical warm-up for an IM threshold day, this would be a 1200. There you
go, a 300 choice, three 100s on 1:40 short course yards, all freestyle. Go kick/
drill/swim/drill by 25 and usually early in the warm-up, I will let them choose
the drill. But, I will give them an objective; you have to pick a drill that is
working on your pull pattern, you have to pick a drill that is working on
body position, or you have to pick a drill that is working on your flexibility
and your kicking.
Four 75s on 1:15 IM order, go drill – build - drill by 25 and by then, I’ll probably assign a drill just so that we are all doing the same thing. Sometimes,
we’ll get through the fly drill and we will stop and we will talk and the next
three 75s will also be fly. They will be the same drill because let’s get really
good at that drill. We are descending by effort there.
Six 50s on the minute, IM switch. Go two fly back, two back breast, two
breast free; building into a fast turn. We are starting to get a little bit of race
skills going, we are starting to get some speed work as well; building into a
fast turn, coming off the wall, into what you want them to do with the wall
skills there. Usually I will assign a kick count off the wall and two cycles fast
and then just go easy into the wall. I will let them switch strokes on the easy
if they have a weak stroke just to get them back to the wall and get them to
recover and ready for the next thing.
Talking about race skills. I think this is individual to what you need to work
on based on what your swimmer strengths and weaknesses are. I think assessing those will tell you exactly what you want to do and how you want to
do it. I would say, number one, being proactive is really important.
Think about what you think you will want your kids to be doing one or two
weeks down the line and start working on that. Now, it is like saying, ‘I want
my kids to be really good underwater by the end of the season,’ but not
really working on it until the end of the season. It is probably not going
to happen, so you try to be as proactive as possible try to, to overuse
something I’ve said so many times, build the capacity to do more work in
that before you actually expect to use that a little later on. It is okay to be
reactive, too.

You had a meet and you are watching something you did not like about
their starts. You are wondering why two-thirds of your 12-year-old girls all
let go off the block, put their arm overhead and then belly flop, basically, in
the water. And you go, ‘Okay, we are fixing that. We didn’t plan on doing this
on Monday, but we got to address this right now,’ and maybe we do it for the
next three days. Have a seasonal process and progression.
Early season, all the race skill work that we do is really slow and methodical.
We are spending 10, 15, sometimes 20 minutes. We have a little baby teaching pool, some of you guys have been to Clovis West High School complex
and that is where my group practices right now. We are getting in there
and we are doing race skills stuff in a pool that is not even three feet deep.
I think it is probably two-and-a-half feet deep. Trying to get them to really
slow down and think about what they are doing in terms of their pushes
off the wall and then think about what they are doing in terms of their foot
positioning before they push off the wall.
Trying to make it as exact as possible before we start doing more and we
start doing it faster mid-season. I take nothing for granted, either. I pretend
like they have never heard it before, and I know that we have some really
good coaches that coach the groups under mine and they have heard it at
least 10,000 times. They have been in the program for a little while and I still
get people who will be like, ‘I do not know what that is.’
Nobody has ever told me to do that and why I want to throw something at
them. I do not take it for granted. I go, ‘Okay, well, that is great. Today you
get to learn.’
Anyway, mid-season, use this time to sharpen those skills under duress. We
will speed up intervals, we will tell them to go faster, we will start measuring
time, flags in, flags out, things like that. Anything that makes it a little bit
more stressful I think is good. Make it competitive! Put them side by side; tell
them to raise the person next to them because they will stop thinking about
exactly what they are doing and they will start thinking about beating their
friend. Then, when they get to the wall, you go, ‘Well, that one didn’t count.’
‘You got to do it over because you lifted your heard on the finish.’ Those
things put them in the scenario where it makes it more difficult, obviously,
late season. Try to make it a little bit more individualized; you have particular swimmers who have particular tendencies and that muscle memory,
where that myelin sheathing has gone the wrong way for long enough. That
is a good time to give them a little bit more individual attention and be able
to get them to do something a little bit differently and make that a little bit
more their own thing.
We measure things that we are doing in race skills, whether it is kick count
or what have you. We our pool is 50 meters by 25 yards, so the black lines
go each direction. We do a lot of ‘black line counts.’ We will do things like
underwaters, we will time reaction times off the block, we will set things up
to try to see who could be the fastest at five yards, who is the fastest to the
second black line, things like that. Just anything we can do and we do not
do the same thing over and over.
That way, it does not end up being something that they really count on that
they could use as a test set. It is just a contest all the time that is measurable
in what they are doing. Streamlines are another.
This is really interesting; I want to put a link on there. When I get around to
it, if you take the PowerPoint off of the website, I will make that a link to the
2013 Age Group streamline study. Basically, what they did was they took
every swimmer for five years and- they had them do this at the National and
the Zone Select camps- they had them push off a wall on their stomach.
I do not know why they didn’t have them drop in that way because nobody

pushed off the wall with their feet down at any level. So, feet down, off the
wall, face down and do a streamline. And they do not move and they time
from the wall to the flags.
They basically got all the data from the several hundred swimmers who
were doing this and they were able to make a gold, silver and bronze time
for all the swimmers from age. I think they go 13 and Under, all the way to
like 17 or something like that. Super interesting because you have kids who
aren’t National level athletes, obviously who can make a gold time in the
streamline and you have some of the best kids in your program who can’t
get the bronze time because they do not streamline that well and it is something they can obviously improve.
They also do a 50-meter underwater dolphin kick from a push in there, as
well. I have a lot of kids that do not make the bronze time and so I usually
just get really frustrated. Then, we take a big step back and work up to that
point, but I probably need to push them to be able to achieve those more
often. I will put the link on there because it is super interesting.
Starts, like I said before, we time weird distances. We time the breakout
speed; we’ll do something like this where we’ll go, ‘All right, we are going
to go 10 minutes where we are only going to dive in lanes 1, 3 and 5. You
guys are going to return in lanes 2, 4 and 6. You are going to do as many dive
12-and-a-halves underwater as you possibly can in that number of time and
if you do not hit 12-and-a-half underwater, then do not count that one.’ I’ll
either be sending them off or have an app that can actually send them off.
But you have to leave on the app, it keeps things a little bit safer. and They
are aerobically taxed mid-season. Those kids who are able to get 25 of those
things in or 30 of those things in in 10 minutes. They are sprinting back to
the wall, getting up on the block and going, 50 x 12 yards under the water
getting some sprinting into the wall, getting back up the block and going.
The quality doesn’t fall apart because you have that objective for them to
do it.
Obviously, that is the time, especially you have an app that is going to start
them for you, to go back and be like, ‘Hey, hold up. I want you to move your
elbows this way. I want you to move your bodyweight this way before you
start.’ And so, if they are not doing things right and you hold them up, that is
going to ruin their chances of getting more than their buddy because their
buddy just started and they are way more concerned about that than they
are with their body position on the block, so I want to do it right, too.
Turns: time flags to flags, time how much time is on the wall. That is fun; you
give the kids stopwatches and they can do it on their own. We do lots of
contests going head to head. They do not like Tennessee turns. But, I think
it’s good to have contests on Tennessee turns, where you submerge all the
way underwater at the flags, turn, return and pass the flags underwater. It is
like lifting weights for turns, basically.
If you tell the boys that then they think it is cool, otherwise they are like,
‘This is stupid, this doesn’t make any sense.’ Finishes: we race head to head.
We will do a lot of stuff where we go in a 50-meter pool, 35 meters really
slow and easy. You try to match the stroke of every single person in the
lanes next to you in your heat. Then, once you get to 15 meters out from the
wall it’s a flat out, drop dead sprint to the finish. You can even do that stroke
for the last 15, if you want.
This is actually really funny. It was an impromptu thing. If you guys didn’t
know, to trip a Colorado touchpad, you have to put eight pounds of pressure on it. But, suppose you use the touchpads. We had a touchpad rack
that was out on the deck one day. I came over to practice as we were setting
up for a meet for novice kids or something like that. We were working on
finishes. We had them get out the touchpad rack and go, ‘Look, this is eight
pounds. This is not eight pounds, this is a swipe. You didn’t even really do
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anything there.’
Trying to get them to figure out where that eight pounds is and figure out
how to put pressure on the pad with the right part of their hand and not
break their finger every time is key. Because that is what they think that you
should be doing if it is eight pounds, shouldn’t be putting 45 into that and
having to put splints on your fingers.
Relay starts: we are spoiled, we have RJPs, relay judge platforms. We bring
them out probably, I do not know, every other month or so. We make it special because it is special. I have to separate the boys and the girls when they
do it because they get too crazy and then they find out that the girls were
better than they were at it. Then the boys have to come back and do it again
because they just cannot handle that.
I tell the kids this season to try to false start by one-tenth of a second. These
are the best relay starts we do all year. Those are amazing, they are like money, so good. Then, as the year goes on, obviously we want to be a little bit
safer. But, at the same time, those are usually right on the dot.
We do lots of fun relays that reward really good starts. We typically do this
on our Friday afternoons, there used to be a relay for our race skills right
after warm-up there. We reward group goals and really focus on the team
aspect for relays. Yesterday, I talked about this a little bit so I am going to
gloss over this a little bit. But, how long working on race skills? I think at the
beginning of the season, 10 - 15 to 20 minutes is really good; later in the
season, I like to spend about 10 minutes.
I have a 105-minute practice so I always call it 100 minutes because I am
going to talk for some of it. So, a tenth of my practice essentially is focused
on working on race skills and it’s worth it to me, it’s definitely worth it to
our head coach so that when they are at the Senior level he is not trying to
completely change what they have learned in muscle memory to do a start,
do a turn, or to do a finish. Sometimes you have to do that anyway because
kids just are kids. Sometimes, I like to do it right after warm-up.
I think they are more focused and they have more energy. I think it’s not bad
to do it at the end of practice just because it takes a little bit more mental
toughness and a little bit more physical endurance. You want the kids to
be able to do it when you are tired, but you also want them to do it right. I
think if your kids are getting excellent at doing it right after warm-up, they
can move it to the end of practice. Just to tell you, my kids aren’t excellent.
So, we still do it right after warm-up and it takes a long time there. How to
do it? Again, sneak it in there.
Sometimes, I sneak it into warm-up. I tried that with the Senior group kids
that I coached this last summer and they did not like that. They got dealt
with warm-up and went, ‘Not only do I not feel warmed up, but now I have
to go roll out because we just did run dives in the middle of our warm-up.
Thanks, Coach.’ But, I think that was just more punishing me, I think it was
less about physiological stuff.
Grade it, make it competitive, and try to get those boys who think that it
is boring to buy in as much as you possibly can and something that everybody could be good at. The aerobic work, think about what your objective is
first. Do not just go into aerobic work when you practice to do aerobic work
during practice. We need to do aerobic work, so I am just going to plant it
here, and here we go.
We are just going to swim aerobically for the next 20 minutes. Being able to
develop the heart and lungs, that is the most important muscle to develop
with elite Age Groupers I feel like. We want to get that heart working, make
it as strong as you possibly can, and then once they are able to build the
other muscles around that, then they are going to be great. It is like building
the engine before you build the body of the car.
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That makes sense, right? Utilization from that, talking about trying to be fast
and efficient and being aerobic and try to get that speed through endurance. Obviously, the more they could put into the aerobic side, okay, the
better they are going to be later. You do not want to dip, obviously, into race
speed, once you are getting any aerobic stuff. I am going to contradict that
later when I show you some of my favorite sets, but that is probably a part
of why they are my favorites- because they do both.
Base aerobic, I tell them to try to keep their heart rate under 160. With the
younger kids, I have them do a six-second heart rate because their heart
rate probably doesn’t fade as much as the older kids do with a 10-second
count. It is easy because they are not very good at math, even though every
kid in my group is in double accelerated Algebra 12, they still can’t figure
out what 10 times their heart rate is or six times a 10-second heart rate. They
cannot do that. But, they can finish their algebra book inside of two weeks
and tell you how dumb you are with all your math.
Test your swimmers over time. Can they lower their stroke count on the
same intervals, can they be able to lower their heart rate on the same intervals? You are always changing the stimulus. Do not come to practice and
try to do the same thing you did yesterday; try to make it a little bit more
difficult. Maybe that is a faster interval, maybe that is the same or lower
heat rate on a faster interval, maybe that is a lower stroke count, maybe it
is a different kick count. Just keep trying to push ever-so-slowly all the way
throughout the season with the swimmers that you have.
Aerobic threshold: I talked quite a bit about this yesterday, as well. We had
one of our coaches with our senior program. He had a coach, back in Corpus Christi, who talked about trying to push a wall. Threshold is this wall; it
is how fast can you go, how much work can you do without accumulating
lactic acid.
You have this wall of how much work you can do before you are on the
other side of the wall and you want to push this wall as far as you can in that
direction. It is really hard to push this wall and it takes a really long time. It
is not that fun; it is not sexy. It is not something that the kids feel like doing
on a regular basis, but it’s essential for them to be great later. Trying to get
them to do that on a regular basis is really difficult. Keep the sets motivating.
We do a lot of point system with our aerobic threshold stuff; before we try
to make it out of a 100, make it out of 50, or make it out of 20. If you can get
10 seconds rest on each one of these next 10 x 100s on the 1:15 and you can
do it with at least three dolphins off the wall and you can do it holding, etc. I
usually start individualizing stroke count since we get into a lot of threshold
stuff, and then it is, ‘give yourself a point on that.’
If you took a breath off of the wall on any of the walls, immediately, then
give yourself minus one. If you achieved all those things and you took a
breath, then give yourselves zero. We are just trying to reinforce the things
that are most important while they are doing what you want them to do at
the right intensity.
Try to keep the repetitions at race distances. We will do a little bit more overdistance, where we are doing aerobic stuff and it is, ‘See, you are at aerobic
threshold.’ We will do 100s and 200s and 500s and race distances that they
are used to. I just feel like that is easily applicable to what they want to do
in a meet. That is another way to measure it; we take their events and chunk
it down to percentage of best time. That is probably about where they are
going to land at 85%, if you want to give them another goal that is another
way to do it.
Again, I do not use as much science as others, just what’s going to get the
kids excited about doing it today. What can we measure and give to them to
make this something that is applicable to what they want to achieve later?

Keep it progressive.
Like I said before, we are helping them move the wall. What they do when
they are swimming is pretty individual, but I am going to help them figure
out what that process looks like on a regular basis. Going beyond threshold,
like I said, we spend a good 15-20 minutes at the end of most of our practices doing this. We do some ‘best average’ work, maximum volume of oxygen consumption or blue sets. I call it best average every time just to make
it less confusing. Usually we do this with a one to one half, work to rest ratio.
If we are doing 100s and we have swimmers who can swim it in a minute, we
are going to put that on the 1:30 for swimming 2 x 100s. We have swimmers
who could do it in two-and-a-half minutes. We are going to put that on the
3:45. Anyway, you guys get the idea. We want to make sure that they are not
getting a lot of rest, but were getting enough rest that they can keep that
repetition up. And if they can’t, then sometimes that is a good way to build
in fins and paddles and equipment and stuff and keep that a little bit more
exciting, too.
Some of my swimmers can repeat their best time in a 200 with fins and
paddles on sets like that. For a 100 free they can do five 100s on the 1:30
with fins and paddles and go 55 every time. ‘Well, what’s the goal?’ “To go
your best time, over and over.” ‘To go my best time five times?’ “Yeah, why
not?” [LAUGHS] Race pace: like I said before, I do pace charts. I have them
because my kids were not very good at doing the math to figure that out
and I consider that a next level thing.
I started laminating a sheet for them that has ‘if you want this time, this is
what you got to go to your first split. If it’s a 100, your second split. Your 200,
these should be the last three 50s.’ Things like that so it’s easy for them. They
need to know their goals and so that they could come in and be able to look
at that and go, ‘Oh, yeah. I need to hold 32.5s on this here.’ And usually, we
do that on pretty close to a one to one, work to rest ratio.
Part of that is so that those sides are getting recovery. The other part of that
is so that we can give them feedback so we can talk to them about what
they are doing, what they are feeling, and what they should be like, rather
than making it all about ‘what your time was.’ That is easy to do. Like I said,
the clock can do that, the coach doesn’t need to do that. Encourage them
on focusing on how they are getting the result rather than just what result
they are getting. I think that is super important. That is basis of what everybody is doing at practice every day.
How are you getting what you are getting? ‘That is great you went 32 on
that 50, but you are taking 22 strokes per length and you are breathing every stroke and your tempo is sky high and you are not going to do that for
the second and third 50 of your 200. That is what you are practicing though.’
You are going to practice that over and over and over and you are going to
think you can do that, but that is not exactly what is going to happen once
you get there.

Incorporate dryland into some practice. We have not been doing this lately
because we just have been teaching so much. We are back and I worked
with the Senior program since February and I am back working with our
lead Age Groupers, again and all, but three are swimmers I never coached
before. So, coming back to teaching is really important. Middle season transitioning the threshold, keep moving the bar. Really stick to your plan on
progress.
Late season, work that threshold and beyond. I think a lot of that also has
to do with building the confidence level in your athletes and them knowing that the work that they are doing is going to pay off sooner rather than
later and going fast without compromising that aerobic pathway. I talked
a little bit yesterday about having a quantity of quality; having the quality,
but doing a lot of it.
Race quality work. So, race pace is what I probably get asked most about
and our swimmers that we have had in our program who have an exceptional swim. “How did you get them to do that?” It is really not like any one
day at all, but at the same time, I like to look for those teachable moments
where a breakthrough happens or success happens and we can bring that
into that day and see the light bulb turn on. Be consistent. I reward consistency above everything else. You know, usually, swimmers get stuck in
my group and fail to move onto the Senior level because they are not as
consistent as I’d like them to be.
Almost like one of Jackson’s books said, ‘what you do one time is what you
do all the time,’ what you do on your next rep is what you do always. Get
them to believe that- it is, probably, 300 flip turns that they did during practice- the worst one will be the one that they do on the last 25 of their 200
free when they really want to make Finals at their Junior Olympic meet,
right? Get them to push till failure when we are doing race quality work.
We like the best swimmers to fail often and risk more, so that they can be as
good as they want to be.
I mean, we know that the swimmers that are less experienced and have less
talent are always going to be doing that. If you can get your talent to do
that, then they are going to be great- obviously. Reward that consistency
with more work. Never look at it and go, ‘All right, well, if you do not hit
pace on the first 10, then you got five more. If you can hit pace on the first
10, good. Everybody else who did not hit pace on all 10, they are going to
stop and they are going to watch the people who hit pace on the first 10
and then we are going to do five more and they are going to watch you.’
Wow, you just told them that they are heroes for being able to do that, you
are pushing them up for everybody else to watch and that makes a difference. I think.

I think it’s just trying to get them to understand the how. How are they going to be able to achieve their goal? And that you are the expert and you
can covey that to them. Do some things at max effort. We will do fun, practice swim meets. We will do that on Saturday all the time. We have a lot
of combined Age Groups and combined groups for the Saturday practices
and it puts a lot of younger swimmers with our older swimmers in our Age
Group program. That is really fun to have them step up and be leaders and
make teams and do meet lineups and things like that.

One thing I like to tell them during practice, some of you guys have heard
this story before with Bob Bowman and Michael Phelps, I think it was a reporter who had asked Bob Bowman, ‘What amazing motivational thing do
you tell Michael Phelps before he swims a 200 butterfly?’ And he’s like, ‘I do
not know? What lane he is in, what time he has to go to the ready room?’
One of the things that he did say, something that they used in practice from
the time he was an 11-12-year-old all the way up into his 20s, was, ‘when
you are in practice, you are recording things. You should be putting yourself
mentally in that scenario and you should be thinking to yourself, “Where am
I going to be in my third 50 of my 200? What is this going to feel like at the
end of this 100? What do I want to do here?” and record that. Then, when
you get up on the block, you are there. You just start the videotape and it
becomes second nature.’

We will do broken swims, as well. I like broken swims, in terms of just a
motivating aspect and trying to just draw something from their goals into
practice on a regular basis and make that the game. What’s the plan early
season? Again, for season planning, mostly aerobic. Keep it light and fun.

Race quality work: make it fun, make them games. We talked about these
things already. Sometimes, I will make it Bingo, where I’ll make a slate and if
I do it then they cannot look at the clock until they touch the wall. They wear
a snorkel or they have to have their face down the water. I’ll make a Bingo
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board and then, when they come in, “Oh, yeah. 1:32.’
Bowling. This actually comes from Carl Weigley, who is an assistant coach at
University of Pacific now. He would go, ‘You are pacing for a 100. Working on
front end speed.’ You get up on the block, you do the first 50. If you are able
to achieve or exceed your first 50 split, you got a strike, you are good. If you
did not, you have 10 seconds to push off and achieve your second 50 split.
If you could do that, you got a spare.
If you did not, you have an open frame. As you probably guessed, there are
10 x 50s because there are 10 frames or 10 opportunities to do this. If they
know how to score bowling, that is great. If not, then you try to help them
out and just make up a score. [LAUGHS] We do a lot of points games, as you
probably figured out. Do some broken swims, swim meets in practice where
we try to do it by points and not necessarily by time. We like percentage of
best time percentage of goal time, that really frustrates them. You want to
break a minute. Your time’s 1:04.8, now you want to break a minute. I want
to see you be 92% of your goal time. ‘That is almost my best time.’ “I didn’t
choose your goal time, do not look at me. That is what you want, here’s what
I want you to do to break a minute. Today, right now, I want you to be 92% of
your best time.” ‘Wow.’ “Yeah, I know. This is a wow moment for you, let’s go.”
Contests going head to head, predicting helps predict results. I think once
they get out of their head and start just racing people you really find out
what they are really capable of. Again, reward that consistency and make
those short, fast, fun little games. That is usually what I do when I am dealing with race skills, anyway. I do lots of theme contests. I will actually talk
about the first few of them here in just a little bit.
Favorite sets. This is what I get asked for most often and I think I have this
in a PDF now. I couldn’t find it yesterday, somebody had asked me to send
this because they could not be here today. But IM sets, usually they progress
at some point from starting out thinking about just swimming cleanly and
aerobically, to later in the set, swimming faster with more intensity. In this
case, three times through a 200 IM on three minutes, where I am just having
them count strokes and trying to think about low stroke count. I’ll count
them, too. You have the usual suspects that you want to follow up with and
make sure that they are thinking.
Two 100 IMs on a slightly slower interval, asking the second one to be faster
than the first one with the same or fewer strokes. That is what you are doing in the 200 IM. 4 x 50 there is IM order: one fly, one back, one breast, one
free on the minute. You are getting some good recovery there and building
through a fast turn. And then, once you finish the two cycles fast, you are
going to do stroke kick all the way to the finish there. Going through that
three times and maybe I’ll ask them to descend the freestyle or something
like that just to make it a little bit more interesting toward the end.
7 x 50s with an IM switch there. Sliding IM on the :50, really just pushing the
underwater work and the wall skills all the way through that. You have the
opportunity to do every single possible transition you could possibly do.
Working the underwater there. You do not have a second chance to work on
it until you get through that 100 IM descend by round without really changing a lot of what you are doing from the objective perspective there. I probably do not ask them to descend to all out. I am asking them to descend
faster than half of their best 200 IM when they are fatigued.
I like this one. Do a 400 IM on six minutes. Most of the kids in my group can
do that right now, so that is nice. Swim it as four 100 IMs so again there are
lots of transitions in there rather than swimming straight through and ask
them for it to be a threshold intensity. We do a threshold test in IM so they
should know where they need to be in that. 200 IM on three minutes, you
want to be faster than half of the four 100s so it’s a little bit beyond that
threshold side.
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But, you want the fewer strokes so you want them to swim it more efficiently, as well. Three times through: 300 IM on five minutes, make the interval
with a low stroke count. 200 IM on 3:30, again the interval is actually coming
up. A negative split within each stroke and we’ll ask them to negative split a
lot of things during races and during practice as well, so they should have a
good idea that that is a good time to beat the clock.
You can time the backstroke and the middle of this 200 IM and find out if
they are negative splitting. ‘How much do you think you negative split by
in the backstroke?’ “I do not think I did at all.” ‘You are right. You are correct, way to go. Well, what are you going to do different?’ “Negative split the
backstroke.”‘You are just on fire today, let’s go.’ Four 100 IMs on two minutes,
faster than half the best 200 IM time.
I love this thing, we do this probably twice a season and so the kids actually
make goals for it. I do not ask every swimmer in my group to do this set, I
only ask them if their best time is as fast as the fifth 400. It is kind of an honor
to do this set, to some extent it’s something that they want to do. They want
to be invited to swim this set and then they want to know, ‘Where do I rank?
What did I get on my last one?’
It’s like, “Well, you didn’t make the interval on the fifth one, so you are out.”
‘Yeah. But I went under five on the last one.’ “Oh, it doesn’t count.” ‘I mean,
what are you talking about?’ Anyway, I put a lot of Claire’s details in there
because that is what I get asked most about, so you guys can have that or it
is at least all key top 10 and top 5 things like that, as well. So yeah, Claire was
able to go at 4:42 on the last one as a 12-year-old swimming short course.
She is probably 12.8 at that point, but not that good at descending work.
She still thinks the first one should be like super easy and sloppy. Even as a
14-year-old international competitor, she is doing this, so that is somewhere
she could get better. She probably went like, 5:03 or something, on the fifth
one so that she could go really fast on the last one.
I do not even think she is the fastest one we have ever had. I might have
to look at that, I think we have a boy who’s just slightly older than her who
might be faster at this set. Free sets, I like to do descending distances there
and then ask for more quality, in terms of speed and intensity as we go
through those things. I like to descend by round and it’s kind of the bread
and butter set.
If I had to say, my kids get tired of seeing a set, it’s the second one there.
Three times through a 300 free on four minutes, so 1:20 base, descend
by round through your threshold pace. Usually on the second round I am
asking them to be slightly slower than threshold, last round I want them
faster than threshold. ‘Well, how much?’ “I do not know. What are your
goals?” ‘Oh, I have to go fast.’ Three 100s free on 1:30, descending one
through three again, through the threshold at each time.
By the second round, they have to swim faster than threshold for a 100, faster than threshold for a 300, then descend down through threshold again on
the last three 100s. Animal sets. I explained yesterday that I usually take one
day a week for points in the season and give opportunities for our swimmers to use those as trying to just try out what’s at the next level.
Usually I will take sets that I have had from former swimmers who have
swum in college or finished the senior level. I will take sets from our head
coach, I will take sets online, and I will take sets from clinics. When coaches
tell you, ‘Do not go home and just start giving them these sets,’ that is the
time where I will do this because I just want to see what happens. ‘Let’s find
out, let’s put the two beakers in the same pot and just watch everything
explode. This will be fun.’
[LAUGHS]

Tyler Harris was a swimmer at Poseidon. When I was there in Virginia, he
swam under Rich DeSelm at University of North Carolina. He finished fourth
in the 200 IM at the 2008 Olympic Trials. And I asked him, ‘What’s the hardest thing that you have been doing lately?’ I will try to keep in contact with
swimmers that I have coached and so with this set, just take every three
and make it a four and make the intervals about 20 percent faster and that
was his set.

coaching with Mike Ashmore at Santa Maria Swim Club. His 300 game was
way harder than my 300 game because he’d go three 300s on a descending
interval and once they got down to 3:05 he’d go down by a second. Three
threes on 3:05, three threes on the 3:04, three threes on 3:03 and no one
would survive. It was before the move 300 and I am so glad that that movie
was called 300, because I had a kid come up and be like, ‘Everybody dies.’
Like, “Yeah!”

He is a Carolina junior, like I said. This is like the Junior Pictionary version, not
the adult one. This is for kids and I like this. It is long, it is difficult and again,
we get a really neat effort- I think, once we get to the last of the three 100
IMs and the 300 IM at the end in the last round. If you go on FlowSwim, they
still have these videos. Eddie Reese does a set on there and we just started
calling it ‘the Texas set’ when I was at Hillsboro.

[LAUGHS]

In fact, our Head Coach was using it as a test set for his swimmers and I believe he was doing a 300 free plus a 250 free. I think both were at three minutes and they were doing that three times through. Then, they were doing
a 100 free plus a 75 free on the minute and doing that three times through
and then taking that whole thing and doing that three times through.
This is our baby version. We are doing three times through a 300 and a 200
on the same interval there. We are doing it again with the 200 and 100, doing again with the 100 and a 50 and we are recording those things and just
seeing where the kids end up. It’s more of a max effort thing than it is anything else. This one is really hard, I do not even know where we came up
with this one. It was something that we just looked at that day and said,
‘What do you guys want to work on?’ They said, “I don’t know.”
So, we worked on everything that day. Every freestyle distance event and
I wrote Claire stuff in there. She probably didn’t win any of these repeats,
but she was probably the second person to a different person every time.
Some of the better boys of my group organized that to structure a relay to
beat her. They did a good job. I do not think they are that smart, but they
might’ve done that, I am not sure.
But in any case, she was able to hit what she wanted to hit on all these
things. Once we are getting down to 500 pace, I do not think she was under
five minutes in the 500 at that point yet. She was a young 12-year-old at that
point and things like that did a lot for her to make her understand that she
should be breaking five minutes.
At the end of her short course season as 12-year-old, she ended up going
4:47. There’s another one. This is from Bill Sweetenham this is stolen from his
Championship Swimming book that he and John Atkinson put together. I
think it’s out there, you guys could pick it up.
I really like this, though. This is basically an entire practice. Once we warm
up, this is it. We are doing this the rest of the time and all the IM stuff is
descending interval. On the 100s it is all the same base interval on the long
stuff and all the long stuff is very aerobic. All the short stuff gets tougher
and tougher as you go through and I think that there’s a time and place for
that.
The 300 game. If you guys missed yesterday, I stole this from my first year of

“Right on, it’s going to be a glorious death.” But, Claire has gone the farthest
we’ve ever had in this. We start out at six minutes, we go from six minutes
down to 4:30 and then we take a five-minute break. For the first time two
years ago, I had a boy swim fly through the 4:30 all the way through on the
300s. But I told him he had to stop if he didn’t hit some objectives and he did
it. He didn’t make it as far as he probably could’ve, but, he wanted to know
if he could do it and it’s one of those, ‘Why not?’ moments, right? Take a fiveminute break and then, we go down by fives up until last year.
Last year was the year where everybody in my group, all 24 swimmers, they
all made the four-minute ones so we were able to make that 1:20 base and
then drop from there. I do have multiple intervals. When you guys look at
my practice, I do not have 25 beastly children who can make every interval
that I am putting up here. Those are the fastest intervals I am putting up
here. I want to challenge you to challenge your kids.
I might’ve heard it from him first, he stole it from somebody else I am sure.
So, the 2:01 game. We are doing X number of 100s on 2:0. Your very first
interval is 2:01, so you are going to start on a different number each time.
Wherever you want to start, in this case, 1:15 would be my goal, we are going to start the clock.
Anyway, so we will leave on the 45 and so on your next repeat it’s on the
2:01, so you are going to leave on the 46, and you have to get there before
the 60 on that repeat. So if your goal is 1:14, got to get there before the zero
leaving on the 46. If your goal is 1:13, you have to get there before the zero
leaving on the 47. And you just keep going like that until there is nobody
left. Everybody is going to fail- including Claire Tuggle; she fails, too.
She failed and I thought it was pretty good because sometimes when kids
know they are going to fail, even with everybody is on the side of the pool
waving them on and they know they are going to fail, they just tank the last
25 or the last 50. And there are big claps for them and they just walk away in
to the shower, but she tried to make it. So, she missed the 53. She attempted
it, went 54 on that one instead, though.
Thank you, guys. I love to talk about swimming and I love to answer questions. I’ve been doing this a while. I have thrived off the experience of other
people and what they have learned. That is where I have got where I am, for
sure, and I’d love to be that person, as well. If you need more just go ahead
and contact me. Thank you, guys, it’s been a pleasure.
[APPLAUSE]
Thank you.
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2019 ASCA CLINIC LIST
AMERICAN SWIMMING COACHES ASSOCIATION

USA CLINICS
August

2019

Coaching the Novice Athlete Beautifully

Ft. Lauderdale, FL

September 3 - 8

16 - 17

2019

ASCA World Clinic 2019

Dallas, TX

October

3-6

2019

Eastern States Swim Clinic

October

4-6

2019

Georgia Coaches Clinic

Carrollton, GA

January

2-5

2019

Pacific Swim Coaches Clinic,

NAPA CA.

INTERNATIONAL CLINICS
June

25 - 27 2019

ASCA Level 1 & 2

Dubai, UAE

June

28

2019

ASCA Level 4

Dubai, UAE

September 21 - 22

2019

ASCA Levels 1 & 2

Nanjing, Jiangsu

October

11 - 13

2019

Levels 1-2-3

Manila, Philippines

October

15-18

2019

Levels 1, 2 & specialty course TBA

Dubai, UAE

November 23 - 24 2019

ASCA Level 4

Guangzhou, Guangdong

December 10-13

ASCA Levels 3 & 4

Dubai, UAE

2019

For Updates and Registration Information go to:
www.swimmingcoach.org/clinic
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“Two Activists and The Journalist Who Worked With Them.”
From an earlier era, Coach Forbes Carlile (Australia) Journalist Nick Theiry
(Canada) and Coach Peter Daland (USA)
Activists Daland and Carlile fought for the rights and best interests of ATHLETES AND COACHES for
many decades from the 50’s through the 2010’s.
We all stand on their shoulders and owe them a huge  debt. They shaped our World today.
Nick was their mouthpiece in an era long before email, the web, or Twitter.
He was equally influential in making the world a better place for Swimmers, coaches and SWIMMING.

With all Respect,
John Leonard
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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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Why a Coach Should Own Their Own Club
by Bill Schalz
Bill Schalz: If you ever want to know what it’s like to be a salmon swimming
upstream, sit in the back of the room when Gregg Troy is talking. Then,
when he gets done and it’s your turn to talk he’ll walk up that center aisle
while everybody is rushing out. You guys are the hardcore ones. Hopefully
the capitalists, and this is a really important topic to me because if I had not
started my own club, I would not be coaching anymore. I’d grown to really
hate the sport because of dealing with some of the stuff I had to deal with
and I’ll get into that.
I want to give you a brief bio about myself. I started swimming when I was
13, and the only reason I got into swimming is because my sister shamed
me, and every day she got up in the morning and said, “Come on, come
to practice. You’re not tough enough.” I started going to swim practice
and started liking it. I swam at an NAIA school, Loras College; go Duhawks.
And my first coaching job was at a high school while I was in college. I just
happened to be in my c0-college coach’s office and the local high school
team that trained at our college was looking for a coach, someone to help
out their faculty advisor. I got into it and really enjoyed coaching. Then, I
went back after college to my hometown and started coaching the YMCA
team.
Then, in 1984, eight years later, I started the Bullets. The reason I bring this
up is, I really don’t have a swimming pedigree to speak of. I never swam
for a famous coach. I had some great role models in coaching and my high
school coach. I’m still close to him today and his wife; they’re literally my
second parents. The point of that is, is you don’t need a special background
to own your own club. There are definitely some things that you need, and
there’s a process I want to go through today on what that would look like.
But, you don’t have to have a special background to own your own club.
As I said at the top, I’m really passionate about coach ownership. I had
a really tumultuous eight years at the Aurora Y when I was coaching. I
probably wasn’t the greatest employee on the planet because I was young
and I was brash, but I had a way that I knew that I wanted to do things. I was
often handcuffed in my ability to do those things. One of the things that
I have learned over my years is that good coaches are getting fired every
single year because of a Board of Directors with an over-exaggerated sense
of self-importance. I literally got a text right before this before this talk from
a coach who was told by his parent board and the President who said, “You
know, you make enough money for what you do.” I just replied back to him,
“You know, why don’t you tell that President to go hang out with that Coach
for a week and see if he can keep up?”
I know this isn’t universal, but we see coaches all the time getting fired, and
more times than not they’re getting fired for something that has absolutely
nothing to do with why they were hired. Why do you hire a swim coach? You
hire somebody that’s going to be a good role model for your children. You
hire somebody that’s going to make your team better, make your swimmers
faster. Going to show up every day, he’s going to be reliable. That’s what
you hire a coach for. I have a buddy, he actually works for me. He’s been
fired twice. I love coaching with this guy; and I have multiple sites, so I don’t
actually even see him all the time anymore even though he’s at one of our
sites.
But when he and I used to coach together years ago, this guy would
write some amazing sets. I mean he was super creative with it. He had a
photographic memory. I love standing next to him, “Hey, what’s the 11-12
girls 100 butterfly state cut?” He’d shoot it out and he knew it. The kids loved
him. Parents largely loved him, but he had a fatal flaw. He was extremely disorganized. He was an administrative nightmare and he coaches for me now.

We knew that when we hired him. We knew that if I open up the trunk of his
car, I’m going to see paperwork all over the place. He’s just not organized.
I didn’t hire him to do paperwork. I hired him because I want a really effective coach at that location.
I have another buddy, 30 years coaching the same club, and he had the
same President for 20-plus years. This is Jersey area, so there’s probably
some Godfather mixed into this. But, here’s a guy that’s had the same
President for 20 years. This President leaves, they get a new board, and two
years later the board says, “We’re going to go in a different direction.” Now,
he had some administrative issues, too. I think he still has a flip phone, but
not super organized. But here’s a guy in an overly crowded pool, who had
swimmers going to Nationals. They were top of the top, this is a
nationally recognized club. They fired the coach because they wanted to go
in a different direction. Apparently slower swimming is the direction that
they wanted to go into.
I had a very similar situation myself. These are the issues that we deal with.
Owning your own team is going to give you control over your financial
stability. Like I said earlier, I wasn’t a great employee. I don’t want a job. I
didn’t like having a job. I didn’t like having people tell me what to do,
especially people who don’t know anything about swimming. We were
doing a college recruiting talk once and I had a swimmer. I asked him,
‘What do you want to do?’ And he goes, “I want to be an architect.” I’m like,
“Oh, cool.”
Then I said, “When you’re an architect, then what?” He goes, “Well, I’m
going to get a job.” And I’m like, “What’s your ultimate goal?” He goes, “Man,
I want to get a job.” I’m like, “Why do you want to get a job?” I said, “Shouldn’t
your ultimate goal be to learn this craft? Be an architect for years and design
elevator shafts, whatever you’re going to design, and then go off on your
own and ultimately be your own boss?” And he asked me, “Isn’t that risky?”
And I said, “Yeah, if you’re an idiot.” I said, “But what’s riskier?” doing a good
job with your company. You’re doing a good job being a coach or an
architect, largely speaking, you’ve got control.
I have a buddy who owns an ice-cream shop. Three months after he opened
the ice-cream shop and everything’s going well. The Illinois Department
of Transportation shuts down his road, no traffic in or out, and he has not
traffic for three months. Sales plummet. Now, he’s struggling. I think he’s
going to get it back, but even though he’s doing a good job with his business, there are outside factors for sure. When you work for somebody else,
you have to rely on other people to do their jobs, too, and I think that’s the
challenge. Quite frankly, I literally just got sick and tired of people who
didn’t know anything about swimming trying to tell me how to do my job.
Here’s my parent experience at working for a parent organization.
I was hired as an age-group coach in 1985 at the Aurora YMCA. I’m going
to disparage this YMCA and I’m going to disparage the swim team, but the
YMCA closed 15 years ago, so I don’t care. The Head Coach who hired me
was a friend of mine. We actually weren’t friends when we hired me, we
became friends, and we’re still friends to this day. He wanted to get out of
club coaching; he had a lot going on. He hired me for a year. He had a great
job, and he really did a great job in mentoring, not only on the swimming
side but also on working with parents and things like that. At the end of this
talk, you’re going to think it didn’t take, but it did.
I became the Head Coach in 1986 at the Aurora Y, and I coached that Y swim
team for eight years. During the eight years I was there, I had seven different Aquatic Directors. The first two Aquatic Directors were awesome;
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they were great, a woman and a male. The next five Aquatic Directors got
progressively worse to the point where the last three bosses at the Y were
Aquatic Directors and their only experience in aquatics was being a lifeguard. They were literally hiring their lifeguards to be Aquatic Directors. Another challenge that I had at the Y was that I has two bosses. I have the YMCA
Aquatic Director and eventually I started reporting directly to the Executive
Director. Then I had the parent board. And the problem is they don’t talk to
each other regularly.
My last several Aquatic Directors didn’t even go to the board meetings
anymore. I’m going, ‘My Aquatic Director in my YMCA is telling me to do one
thing, and then the Parent Board is telling me to do something different.’ It
wasn’t universally true, but one of the problems is they did have different
goals. YMCA, they want a coach who’s going to have integrity, who’s going
to grow the program, given the people what they want, and be revenue
positive. The parents, they want their kids to swim fast. They don’t care if
this is a positive or negative impact on the Y financially unless that comes
back to impact them. So, their wants and needs were inherently different.
The problem is that with a parent board, as I’ll talk a little bit later, the parent
board goals often change from year-to-year based on who’s on the board.
I would go and come out of a board meeting, and now I got to go talk to
my Aquatic Director saying, “Okay, you’re telling me this and they’re telling
me that.” Then the Aquatic Director goes and talks to the President. Now I’m
stuck in the middle between two bosses. In my sixth year coaching at the
Y, the Board of Directors got together. The President of the Board, which
was one of my strongest advocates at the time, and this is rare for the swim
community, but she’s actually one of our children’s godmothers. This
woman was a staunch supporter of ours; a great woman.
She goes out to the East Coast to bury her mother. While she’s out there,
the Board meets with the YMCA and they conspire to fire me. Everything
they did was based on lies. When our President came back, we were able
to prove that these things were lies. The Aquatic Director ended up getting
fired over this, but it created a real mess. Again, quality of swimming was
not a factor at all in this. I just want to give you a little taste what the YMCA
was like when I got there. We were a top 10 YMCA team. Not very special,
and remember YMCA swimming was a subset of the LSC. We were definitely
not a top team in Illinois swimming, or not a top 10 team, I doubt we were
even a top 20 team.
We had one to two swimmers at Y-Nats, but nobody was making finials.
We had no swimmers at the USA Swimming Speedo Juniors or USA US
Nationals. ‘92, six years later, we’re a top three team of the Y’s in Illinois, the
top two teams were also two of the top three teams within the LSC. We were
typically third, and we were probably a fifth to eighth place team within the
LSC. We would take 10 to 15 swimmers. I think my last year at the Y, we took
17 swimmers to Y Nationals. We had multiple finalists, and we were scoring
in the top 10 at Y Nationals. We had swimmers qualifying for Juniors and we
had grown the team by 25%. Our lanes were pretty full.
These were all the things that we had done, and my wife was my Head Age
Group coach and did a phenomenal job bringing those age-groupers up
so that I could be the guy to take them to the Nationals and get all the
credit. This is what we were doing, but it wasn’t apparently what the board
wanted. So, I got into a situation where I met with the Executive Director,
we forced him to hire me back. He left the boardroom, I wasn’t even in the
board meeting but then the President announced that I was resigning.
I thought it was important that he endorse me as their Head Coach and then
I quit. The team revolted, it was really interesting. I didn’t expect this. People
asked me, ‘What are you going to do now?’ I’m like, “I don’t know, play golf,
I guess.” But, I didn’t have plan.
The parents revolted. They had a grassroots parent had a meeting. They
asked me to come, I wasn’t going to go. But I ended up going. It was really
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emotional for me and my wife because the parents were up there, and we
had parents up there crying saying, “What are you doing to our team? Bill
and Robin are the best thing that’s ever happened to this team and you
guys are trying to run them out. You guys can leave.” Basically, told the parent board that if they didn’t like it, to go someplace else.
I got a lot of control out of that, and so we renegotiated. It was a CEO life
situation. I had control of the wet side of the team, which meant I would put
together a broad-strokes plan of what we were going to be doing. It was
very vague. But it was pointed in a vision of what we wanted to do, short on
detail, but tall on grandeur, if you will. The Board of Directors had to vote on
that. And one of the board of members said, “Well, what if we don’t like what
you’re proposing?” I replied to him and I said, “Dave, if I want to go that way
and the team wants to go that way, why in god’s name do you want me as
your Head Coach?” The next two years I was with the team. They voted on
it, no problems. I was also ex officio member of the nominating committee
and the budget committee.
One of the important things, just as an aside here, if you’re coaching a team
and you ain’t on the board meetings and you’re going to the budget meetings, bring your own budget to the first budget meeting. Make sure that’s
the working budget moving forward. You’re going to get a lot more of you
want and need, and it’s going to be directed towards your vision. Problem
was I still worked for a board, and I still wasn’t happy. I still had a lot of the
same problems. One of the things that I saw over the next two years, there
were a lot of similar patterns that emerged and that led to them to trying to
oust me the first time. So, I ended up resigning. I started the Bullets in 1994.
After eight years of working for a parent board, I was ready to leave the
sport. I loved coaching swimming, I loved coaching the kids. I just hated
the job. Had I not started the Academy Bullets, I can promise you right now
I wouldn’t be standing here today. There’s no way I’d still be coaching. If
I’d had stuck around two or three more years after I did, there’s no way I
would’ve stuck around. The last 25 years have been the happiest and most
profitable or most rewarding 25 years of my coaching career. But it’s all
because we own our team, my wife and I.
It was extraordinarily valuable having my wife with me because I’m not the
most organized guy in the world either, but my wife is. She’s an awesome
Age Group coach and being able to do that together made it all easier to
do. It was a great project for us both. Some of the issues that I have seen,
and not only with this YMCA team back then, but also with teams that I
have worked with that I have been really involved within Illinois swimming.
Every now and then our general chair will say, “Hey, can you come and talk
to this parents’ board and talk to them a little bit and see if we can get this
team on track?”
One of the biggest problems I see in parent-run boards is they do not have
a long-term vision. The reason for that is because there’s a lot of turnover
on these boards. The shift of the focus tends to shift from board to board
based on who is on the board. If you have a ton of 10-and-under parents
on your board, they don’t understand why you’re investing in Senior swimming so heavily. And if you have a ton of Senior parents on your board they
don’t understand why you’re not investing in Senior swimming more heavily, “Why are we flying our coach to Nationals for one kid? Why are we doing
these kinds of things?” Those are some of the issues that you face with a
parent board.
Parents on the board with an axe to grind. It’s inevitable that you’re going
to have that situation. I don’t probably don’t have to expand on that. Board
members looking out for their child or for their group, not for the team.
When the parents on the board, may be thinking mostly big picture, but at
the end of the day when they’re starting to vote on things, “My daughter
is an 11-year-old girl, why do I care about this?” or, “Gee, I don’t think this is
good for our group that this coach is going to leave my daughter’s group.

My daughter loves this coach and now go to another coach?”
This isn’t strictly limited to parent boards, we’ve seen this on virtually every
board. If you’ve ever sat on a USA Swimming board meeting you see little
fiefdoms and stuff. Too much parent drama on a parent-run team. When you
have a parent board, and especially if you don’t have a super strong parent
board, parents go and they’ll complain to the board members. They don’t
come and complain to the coaches, “I own my team. If you have a complaint
you come see me.” Because there’s nobody else to complain to, there’s no
parent board to complain to, there’s not a lot of options. We had a mom who
called me up and wanted to join our swim team, and she was the President
of their club. I was a little bit leery about that.
I said, “You know, if you’re looking to be a President, that’s my job and I don’t
need another President.” She’s like, “Bill, I am so tired of being President, I
will run concessions for you, I will be a timer for you, whatever you need I’ll
do. But I don’t want to run a swim team. I’m so sick and tired of every single
swim meet where I have got a parade of people in front of me and I cannot
watch my daughter swim because everybody’s complaining to me.” That’s
exactly what we’re talking about here. Parents complain and it feels like
they have to go to the board and lodge complaints. For me it’s like, ‘If you
don’t come and talk to me and you go to other parents, it’s not a problem
to me. If you have a complaint as a parent, I want our parents to come talk
to me, I want to deal with mole hills, I don’t want to deal with mountains.”

to do what I want to do, when I want to do it, and how I want to do it, and I
don’t want people telling me how to do it.
If I make a mistake, it’s on me. I do make mistakes, and that happens. But I
don’t like being micromanaged, and I don’t like people telling me what to
do. There are coaches that want to come in, they want to run their practices,
run their teams, write their workouts and do all of that stuff, more power
to you. That’s awesome. If that’s what you want, then don’t go start your
own team because it’s a lot of work. Let me give you a couple of things, I’m
going to come off the rails a little bit and just talk about some things that
every employee-coach should be doing. Gregg Troy touched base on this, I
almost pulled the slide. This is also stuff that I have to do as a coach-owner.
Number one, you need to create a vision of where you want to take the
team.
As a Head Coach, this is something you absolutely should be doing. You
have to create the vision of where you want to see the team going. You have
to set clear and concise goals of where that vision is and what it’s going to
take to achieve that vision. Then you have to sell your board on the vision.
Gregg talked about this, and he’s absolutely right. If your board is not onboard with your vision, then you’re going to struggle. If you want to go that
way, and the parent board wants to go that way, you’re in for a hard time
and it’s going to be very difficult.

If I can have somebody come up to me with a problem early on, good. What
I tell our parents is, “If you have a question or a concern, come to me, please.
You may not like the answer I give you, but I promise you I have going to
give the exact same answer to the exact same parent with the exact same
problem.” Now, most people don’t have exact same problems, but if in
similar situations people are going to get the same answers, and we work
really hard to be fair like that. Therefore, I’m sure they talk around a little bit
and talk to each other. But at the end of the day, you can’t go to a parent
board to try to try to solve a problem.

But if you get the board to buy into the vision and every single board meeting you go to, every time they’re talking about changing a rule of the team
or voting on something as they feel they need to, make sure that whatever
they’re voting on is moving the team closer to that vision that everybody
agrees on. Another thing you need to do is keep your resume current. Now,
I have owned my own club for 25 years. I have not had a job interview in
30 years, and I have a resume that’s largely current. I’ll probably update a
couple of things, “Hey, talked at the 2018 World Clinic.” I think it’s important
to keep your resume current and that way it’s accurate because you never
know. Keep an eye on job opportunities.

Mike Koleber talked the other day, from Nitro Swimming, about the same
thing. We have had a couple of conversations this week, and he says
the same thing with him. They just don’t have a ton of drama. Now, is a
coach-owned team for everyone? If you were here for Gregg Troy the
answer, then you know, no, it’s not for everyone. I’m sitting in the back of
the room and Gregg Troy goes, “You know, the coach-owned teams? I’m not
sure they are the best thing.” I’m thinking, “Oh, you’re killing me, Gregg.” But,
he made a really valid point. I don’t totally agree with his point, but the first
part of his point I totally agree. There is a difference between an employer
and employee.

When you’re looking at job opportunities anywhere in the country, you
might find out that maybe, ‘Hey, there’s this, job over here and they’re paying 20% more than I am. Maybe this is something I should be taking to my
board.’ But when a coach has been coaching a team for 30 years, or another
buddy of mine has been coaching, he’s been fired twice. Believe me, they
were both caught flatfooted when it happened. There wasn’t a plan B at the
time. When you’ve been in a club for 30 years, trust me, you don’t have a
plan B. You have a plan for 31 or for 32. I think it’s important if you get fired
from a job, you got to figure out you may have one more paycheck left, and
then you’re going into your reserve.

If you’re an employer, you have to control every aspect of your business, so
it is a full-time job. I have two full-time jobs, I’m a swim coach and I’m a business owner, I’m an entrepreneur. So, running a business is a full-time job.
I’m responsible for my employees. I got to make sure that on the first of the
month, when we do payroll, I got enough money to cover payroll. I have a
$50,000 payroll, plus $10,000 in payroll taxes, plus $4,000-ish in healthcare,
and a couple of grand in retirement benefits and things like that. I need
about $70,000 in my checking account in order to make payroll on the first
of the month, and that’s on me. It is more work than I ever imagined.

It’s important that you keep an eye on job opportunities just so that you can
be ready to go and know what’s going on. It gives you a better and healthier
feel for the market. There were some key warning signs that I missed in the
lead up to the board trying to fire me. One of them is a combative board.
Every single thing was a fight, “I think we should do a blue team suit this
year.” ‘No, we’re doing green.’ “I think we should start senior practices at 7:00
o’clock instead of 7:30 so they can get out early.” ‘No, we’re going to start at
8:00.’ Everything was a fight. Surveys; team has never done a survey before
and all of a sudden now they want to survey the organization. All the survey
questions have some sort of a bend on them to get the person to answer a
certain way.

I was talking to a coach when I first started my team about nine months in,
and the coach asked me a question. We were both Y coaches and he was
really successful. He asked me, “How do you like owning your own club?” I
said, “It’s more work than I ever imagined, but I haven’t had a parent board
meeting in nine months.” He’s like, “Oh my God, life’s little pleasures.” We just
don’t deal with that kind of stuff. Or you’re an employee and you just want
to coach. When I say you just want to coach, I don’t mean that disparaging
in any way, shape, or form. I have a passion for coaching; I have a passion for
running a business. I love to have that freedom. I’m the kind of guy I want

A parent board did this. My wife and I literally filled out the survey and we
were laughing, we thought it was a big joke. Name some things you hate
about the coach. ‘The coach is a jerk,’ and all this stuff. Obviously, we didn’t
send it in. But every question led the respondent to answer negatively about
the coaching staff. When they came time to fire me, they have all these
responses. Of course, the board made sure every one of them responded, so
at least got nine or 10 responses. I work at a Catholic high school and I coach
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the all-girls school, and I coach the swim team there. I have a really good
relationship with our athletic director. She’s the only athletic director the
school has ever had for probably close to 35-40 years; really hardworking
woman.
We were talking one day about how the administration was literally putting pressure on her to fire a couple of the other Head Coaches in their
sport. They were getting some negative feedback. The athletic director really pushed back hard, and she said no, she wouldn’t fire them. The following fall they had all the fall athletes at the end of the season come in and
do a survey. I told our athletic director, I go, “Somebody’s getting fired, and
they’re going to use these surveys.”“No, I don’t think so.” Trust me, they fired
two coaches that year. Fortunately, I wasn’t one of them. That’s a a sign that
there’s trouble brewing.
Are they giving you impossible tasks? They may say, “Hey, you know what,
we need you to cover this workout. It’s at another pool 20 minutes away.”
Even though the workouts are 10 minutes apart because you got to finish
your workout and then get over here, and there’s no way to do it. Next thing
you know, you’re getting a job review saying, “Hey, you’re late for your job,
you’re leaving your job early.” Little things like that that are little things that
they can do to get to you. Is the board having secret meetings with your
staff? Are they meeting with your staff behind your back? Are they having
secret meetings, period?
Towards the end of my career at the Aurora Y, I walked into a 7:00 o’clock
board meeting at ten to 7:00. I walk in, the board is fully assembled, and
they’re meeting. And as soon as I walk in, they stop talking; does not take a
rocket scientist to know who they were talking about. Like I said, as a CEO
business-owner, you are responsible for your employees, for your clients
that are not your swimmers or your parents, the financial health of the
company, and making the company profitable. Because at the end of the
year, if you have a million-dollar company and you have a million dollars
and one in expenses that means you didn’t get paid that year and you lost a
dollar. The company needs to be profitable. If it’s not profitable, it’s a hobby
and your spouse better have a really kickass job because hobbies as expensive.
It is important that you run the business intelligently and then you can
make it profitable. As the Head Coach of the team I have different goals. My
goal is to provide a service that drives the business, so it’s slightly different.
Whereas, like a CEO and an owner, I’m responsible for my employees, I’m
still responsible to the clients. But as the coach I need to create a service
that people want, be able to articulate that service to my clients- which
are my parents- but they’re not my bosses. The difference of having your
parents to be your customers and not your bosses is that when they’re your
customers it is, ‘This is what we’re doing. This is our product. This swim team
is our product. We’re going to train IM; we’re going train swim freestyle,’
whatever we’re going to do.
This is our product, this is way we’re going to do it, and if that’s what you
want, come to us. But they’re not my bosses. They don’t get to come to
the team under what we just described and then say, “Well, we think you
should do things differently.” You don’t get to come to my team and say,
“You know what, I have an eight-year-old that I really need to practice with
his or her high school sibling because that’s convenient for me today.” We
don’t do those things. We have a product, we offer it a certain way, and we
do everything we can to encourage the people to come. Swimming fast at
meets really helps, but that’s just part of it.
There are six things that I just kind of jotted down. There might be a hundred must-haves, but I think these are some things. And some of these
things, probably do apply whether or not you own your club. The first thing
is ‘begin with the end in mind.’ This comes from Stephen Covey who wrote
the book, The 7 Habits of Highly Effective People. And lot of people go into
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things and they don’t have a clear picture of where they’re going. If you’ve
ever had a goal talk with an athlete and they have some vague goals, it’s no
wonder why they’re not achieving their objectives because they can’t even
articulate them. What are your personal goals in life? What is your mission
for your business and your team?
Have that in mind clearly, and this is just what we talked about a minute
ago. Then make sure that your goals work towards that. You must love what
you’re doing. As Confucius says, “Choose a job that you will love and you
will never have to work a day in your life.” I changed the word ‘job’ to ‘career.’
Like Gregg said earlier, don’t always want to get up at 4:00 o’clock in the
morning and go to practice. But, I know that when I do that, and we do all
this hard work and we make these sacrifices, there’s going to be some great
results at the end. I get to watch smiling kids achieve their goals and do
things they’ve never thought they’ve done in their life. Love what you’re
doing, and I’m passionate about being a swim coach. I’m passionate and I
love being a business owner, so it helps.
Got to have a great product; we talked about this a couple of slides ago. Fulfill the needs of the community. I don’t think any community feels like, “Oh
my god, I got to have a great swim team.” But, parents want programs that
their kids can find success, that will challenge them, teach them some discipline and other values. That’s what we offer. Maybe even a college scholarship along the way. I think it’s important to note that owning your club will
not make you a better coach. Certainly, when I left the Y and started the
Bullets, the first year we had the Bullets we were a top 10 team in our agegroup state meet. I think our worst finish in the last 15 years was second
place at our age-group state meet. We have had swimmers go to Olympic
trials; we’ve had a couple of Olympians, foreign Olympians and stuff.
We have done a lot of things that I don’t think we ever would’ve done at the
Y, but it’s not because I’m a better coach now than I was before. I’m actually
able to do the things that I want to do. We’re certainly in a little bit better
location than the old location, and so a little bit easier for people from other
cities to come get to us. But owning the club, I can’t tell you how many
families came to our club just for no other reason than to get away from
the drama from their other club and they didn’t want to be around a parent
board. My wife and I can tell you, we had no idea if this was going to work.
We didn’t get paid the first summer. We had to just see how it goes. We
started with 60 kids, and we had to see how it went. And it went really well.
A lot of that is because parents knew that they were going to come in,
they didn’t have to run the team; they certainly do a lot of volunteer work
and things like that. But it wasn’t me being a coach-owner that made me a
better coach, but it was the fact that I was able to take off some of the
restrictions that helped. Very important you hire great people and have
great people around you. There are two parts to this, one is all of my
coaches are people that that are great role models; they’re great coaches.
The role models, I think, is more important than the coaching part. They are
people that I trust to do things and I know they can handle the jobs that
they were hired to do.
It is very important that when you are hiring somebody to do a job- create
the job first, and then hire the person. Too often we are like, “Ah, we need
somebody else. We need to get somebody else on this program.” We go out
and find somebody that we like or somebody that is cool or whatever, and
we think we’re going to work with. But we didn’t quite define the job, only
to find out that that’s not this person’s wheelhouse. If you want to avoid
some chaos, create the job first then hire the person. Controlling water is
very important. If you own your own pool and want to build your own pool
and those kinds of things, that’s great. It’s expensive, but that’s the way you
control the water. Renting a pool is not necessarily controlling the pool.
We rent everything. I don’t own a single facility. I am working on building
a teaching facility right now. It’s probably about a year out, but we rent all

of our pools. We rent from different groups, and I’ll get a little bit more into
that later. Build strong relationships. We’ve had some issues, and I’m going
to go back to the renting for a second. We had one facility, we were a part
of facility. We were in for 10 years. We helped them pass the referendum to
build the facility. I had great relationships with the head of the Park District.
Well, over those 10 years all those guys resigned or all those guys retired.
Now they have a whole new group of people in there. We lost some of those
relationships. And the next thing you know, they look at us and say, “Wow,
look at all the swimmers they have. What if we started our own team? Man,
we could recreate that and we get to keep the money.” We got kicked out of
the facility, and I had to go find another pool, and we lost some lane space.
It was a real challenge, and it was all because I just failed to keep those
relationships up. I think if we’d have kept those relationships, we would’ve
been in better shape on that. You are going to start a business, you need
to incorporate multiple different ways in which you can incorporate a
business,.501(c)(3) is a not-for-profit, LLC, S Corp - a lot of stuff.
I started as an S Corp, and I don’t know what that means. Then, I switched to
an LLC, I know a little about more what that means. You are going to want
an attorney. My attorney said, “You want to setup an LLC. The reason you
want to be LLC is because it gives you greater liability protections.” The business laws in every state are different. Illinois tend to be a little less businessowner friendly than other states. It is really important that you meet with
a lawyer and find out what’s the best scenario for your state because it is
literally different every state. If you got a buddy who is a lawyer in Ohio and
you live in Illinois, it is different.
My cousin is a great lawyer, but if he told me what to do- I’m calling a buddy
of mine. I’m going to call my lawyer in Illinois and find out if that’s legit.
You want to get a lawyer. Your lawyer can advise you on how to set up the
business, like we were just talking about. There’s a myriad of business laws
that you’re probably not aware of. You may have employee contracts. An
employee contract can as simple as, ‘this is an at-will employee,’ and it’s one
page, that’s what mine are. My longest employee agreement or contract is
two pages long. Yeah, you’re going to have an employee manual. You want
to make sure your lawyer has it so that you don’t put in something in your
employee manual that you’re not allowed to put in or that is illegal.
Registration materials, we have hold harmless agreements and things like
that. It’s important that your lawyer reads those to make them as effective
as possible, but also make sure they’re legal. Because you could put one
word in there wrong, a comma in there wrong and it could change the
whole meaning. Review your rental contracts. I don’t sign anything without
my attorney reading it first. In fact, I have had a couple of agreements that
we looked at. Typically, I can look at a contract and say, ‘This doesn’t look
right,’ and I go to my attorney. But, we have had a couple of contracts that
we didn’t sign or waited till they modified them.
Hiring an accountant is really important. Payroll, payroll tax, there’s a lot of
laws in that. If you try to do the whole thing yourself - first two years I was
doing my own payroll and payroll taxes. I accumulated over $2,000 in fines
for taxes, and most of it wasn’t because I turned the money in late, it was
because I turned the paperwork in late. As our payroll grew, we would be
put into different brackets that I wasn’t aware of and so we ended up having
some problems. If you’re going to build a pool or build a facility, it’s really
important because you are going to have to have some financial docs. You
are probably going to have a business plan and things like that, and you’re
going to need your accountant and probably your lawyer to look those over
because you are going to have to create some pro formas and things like
that. I’m not going to get into all that right now.
I have three insurance agents. I have one for liability, I have one insurance
agent for our healthcare plan for my employees, and I have a third for our
workman’s compensation plan. I wish one of those insurance agents would

do all three, but they don’t. It’s all good, I’m actually friends with all of them,
so it’s fine. But these are the kinds of things when you’re running a business
that you have to be aware of. You need to acquire a pool. When I started the
Bullets it literally cost me, I want to say, $300 to start the team. I think the
LSC fee was $200. We were a brand-new team, and so our first registration
was swimmers that had come from other teams coming in. Because they
were all unattached, they couldn’t be registered as a team.
To start a team, you have to have a certified coach and an attached swimmer. My two-year-old daughter became the first member of the Academy
Bullets swim club because even her older brother was transferring from
another team; we didn’t have a swimmer. But it literally cost me about $300
to start a team. It is pretty inexpensive to do that. Typically, when you’re
looking at pools in high schools, colleges, health clubs, YMCA or Park
District, I have done them all, they’re all different. They are all unique in their
own different ways. One of the challenges though when you’re renting a
pool is that virtually nobody, a school district, a Park District, is going to give
you a long-term contract.
They’re not going to give you a five-year contract with a renewable five-year
lease, that’s not going to happen. I have one high school district. They will
only give us a three-month contract. There are times when we’re in November and we have to get this contract done before January 1, and we have to
get it done before Thanksgiving because after Thanksgiving these people
go off into Christmastime-land and they’re hard to get a hold of. We could
literally lose our pool time if we don’t have it done, but they won’t start the
contract negotiations process in September. Usually it’s just like, ‘Okay, here
are your new dates.’
It is different for every group. There is a little bit of risk there. You also have
time-space limitations when you’re renting facilities like this, as we all know.
High schools, you are dealing with the high school teams. Health clubs,
you’re probably not getting all the lanes. They are going to keep lanes held
off to the side. The Park District, one of our big changes with them was we
would get a set of lanes, and they were always going to us, “Hey, could we
get one of your lanes on Tuesday nights because we want to start this new
program?” ‘Well, no, we have a contract for that.’
Then, the next contract the following year, we lose that Tuesday night. We
are always fighting with the Park District for lane space. If you want to build
a pool, you need significant capital outlay. I’d put $1.5 million to $20 million
because if you’re going to build an outdoor 25-yard pool, and buy the land
and do all that stuff, and then put a building up and stuff like, it will cost
you. I’m looking at building a real small swim school, 6,000 square feet. We
are estimating it’s going to cost between $1.6 million and $1.7 million. It is
going to likely take one to two years to build. We put in a bid on a piece of
land, I find out tomorrow if we got the bid- it’s going to take nine months
minimum to do zoning and permitting at it.
Now, I don’t have to put any money out during that time, which is nice. But
still, it takes a lot longer. Then, I have to build it. So, if we’re lucky, it could take
another six, seven months. The nice thing about building a pool or building
a facility is you do have a valuable asset. If you’re building a building and/
or you buy land, you do have a valuable asset as part of your business, and
you have total control over your environment. You’re the one who determines the pool schedule and everything else. The biggest challenge you are
probably going to have is your swim lessons will get too big, and your swim
team will get too big, and they will fight over pool space with each other.
How do you build your own pool? I have no idea; I have never done it yet.
However, I’m in the early stages of building a swim school. It is actually easier than I thought to build a facility. There’s a build-a-pool conference going
on right now, and if you’ve ever thought about building facility, if you really
want to build your own business, I think you’re going to find you’re going to
have a lot of fun. I’m confident that 25 years ago, if I was starting my swim
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team all over again, I’d build my own facility. I would have had more control
over that. I think I’d be a lot happier. I’d probably have multiple pools right
now, and probably my whole business model would be different.
You have not only people who have built pools before, but you also have
companies, like Counsilman-Hunsaker that’s in there. They will tell you all
the dos and don’ts and everything like that. Contact Mick Nelson, he’ll tell
you how to build it, and Sue will tell you how to program it. They are great
sources of information. Just in the last couple of days, just hanging out with
Mick and Sue, I had lunch with them one day. I doubled my amount of information that I knew about what I needed to know about building a pool.
Talk to other coaches who have built their own facilities. Mike Koleber was
here the other day talking about it.
A buddy of mine just built a new pool down in Houston. They love to share
information. I had a guy asking about building a pool one time, he actually
sent me his drawings. They love to give you the information, they’re happy
to do it. If you’re looking to go that route, which is a much bigger route,
then I would encourage you to. Don’t look at it and say, “God, there’s no way
I want to do that.” I’m not saying go out quit your job and go try to raise $5
million or $3 million to build a facility. I’m not recommending you do that. I
would certainly recommend start with your team, get it going. But, I would
always encourage you to keep that in the back of your mind.

them into the profit side, there’s a huge problem that the IRS has with that.
Then you’re laundering money, for lack of a better term. You have to be a
little bit careful with that. If you start as a not-for-profit and then want to
switch to a for-profit, that is light years easier than doing it the other way. If
you start as a for-profit and then decide you want to turn your company into
a not-for-profit, it is very difficult.
The biggest advantage I have seen in terms of not-for-profit is that there’s
a lot of high schools, a lot of school districts, and Park Districts - they have
different rental rates for not-for-profits and for for-profits. If you want to
start an LLC in Illinois, it’s $250 a year to renew your license. If you’re a notfor-profit it’s $10 or $20, I can’t remember which. So no, a little bit trickier
thing. So if you’re a 990, then you have to post your 990 federal tax return
online, which means that your top-salaried employees’ salaries are going
to be public.
You do lose some privacy. You don’t own a not-for-profit, but you can certainly control it. We are a for-profit company. I find it easier. There’s certainly
some less red tape and it’s just a little bit easier. I don’t know if it’s the right
answer and I know that there are guys that control not-for-profits, too. That
is why I did it the way I did it because quite frankly there’s less red tape and
that was a process I was more familiar with than the not-for-profit.
Yes.

I would have to say that as far as my swim team and my lesson program,
my biggest frustration is that I didn’t take that shot earlier. I think if I’d have
done that and having that kind of control over the facility, I think our teams
would even be better than they are. Finally, if this is something you’re
passionate about and things like that, talk to other coaches who have done
it. Mick told me something interesting, Mick Nelson, facilities division head
at USA Swimming. He said that when he started the facilities division, he
told me there’s like three to four percent of the clubs in USA Swimming
were coach-owned. Now that number is up to 17. So, I was stunned at both
numbers. But, I love talking about my swim team.
Some people can’t get me to shut up about it. Ask my wife, she’ll tell you.
When you have something that’s yours, that you’ve built, you want to talk
about it, and I think that’s kind of human nature. I’m going to be around
today until tomorrow. I’d be happy to give you my contact information if
you have any questions about starting up your own team. Starting a swim
team is actually is simpler and cheaper than starting a lesson program.
In some ways, it’s even easier because there’s a lot of lap pools out there,
there’s not a lot of 90-degree pools out there in which to run some lessons.
I’m happy to answer questions. If you know other coaches that own their
own teams, ask them about it. I’m sure they are going to be happy to answer
any questions, like right now.
Question? Start there.
Female Speaker 1: Yeah, could you go over the pros and cons of being
for-profit versus not-for-profit?
Bill Schalz: Yeah and we have grappled with that a little bit. The question
was what pros and cons of being a for-profit club and a not-for-profit club.
People used to ask me all the time, are you guys a not-for-profit club? And I
said, no. It just works out that way because we weren’t making any money
at the beginning. But there are challenges, why would you want to be a notfor-profit club? You got to have to have a board again. The difference is the
board could be you, your wife, and your accountant. I actually created a notfor-profit arm, a not-for-profit company, and my wife and I are on the Board
of Directors and a buddy of mine, who is an Aurora cop, is on the board.
We haven’t done anything with it mostly because I don’t have time to figure
out how to best utilize it because there are some challenges. You can’t go
bringing revenues in on the not-for-profit side and then just start dumping

34 | ASCA NEWSLETTER

Male Speaker 2: I’m not familiar with the area that you’re in really.
Bill Schalz: Okay.
Male Speaker 2: You - you said the market was saturated already, like there
are plenty of other teams around already when you started your team. If
there were, how do you go about this these first couple years for you?
Bill Schalz: You cannot swing a cat over your head and not hit another swim
team in my area. I am in the western suburb of Chicago. There are two
swim teams in my town of Aurora, which is about 200,000 people. The Park
District one they started, and our team. I have got a 400-swimmer team in
Naperville, and there’s two swim teams in Naperville, used to be three. To
the north of us, St. Charles, you’ve got another 200-300 swimmer team; so,
there’s a lot of teams in our area. I’m the Head Coach and Aquatic Director at
a All-Girls Catholic School. I’m their Head Coach and Aquatic Director at an
All-Boys Catholic School. So, I have been there for 25 years.
The Principal that hired me was my freshman theology teacher, though the
Principal that replaced him was one of my classmates. The current Principal
is one of my best friends, who used to be a coach and has gone up. He was
a teacher and started coaching, and got into administration. I have really
good job security there. That made it easy, but now I have got the water.
But even with that, our area saturated with swim clubs. Is it fully saturated? I
think it’s overly saturated, but as a business owner, of course I do. We started
our team. When I started the team, the Y team still existed. They still had the
pool. They were closer to a better demographic than we were in many ways.
But, our location and where we were close to the highway, we drew people
in. Naperville’s got a much higher demographic than we do, but Naperville
people would not come that close to downtown Aurora. Once we got out
by the highway, man, we were getting people from Naperville left and right
coming out to us. They probably thought we were in North Aurora and not
really in Aurora, so that may be have been part of the let them come out
and see us. There still are a lot of teams. It kind of goes back to our vision,
and make sure that we’re doing what we can do. We are experiencing much
more competition now.
This is my last year coaching high school for the girls and the guys, because
it’s 28 weeks in Illinois; 14 girls, 14 guys. I don’t have time to coach high

school and still do the things I need to do to grow my swim team and my
swim lesson program. We are in a Chicago market so there’s 20,000 swimmers in Illinois swimming, and 17,000 of them are in Chicago and surrounding area, so yeah, we have a lot of teams.
Male Speaker 3: So, how to you advertise? I mean, a nonprofit, for example,
in some areas you sometimes get flyers in schools. Whereas for a for-profit,
then the average kids just don’t want to do that.

performance. Sometimes those volunteers come with strings attached.

Bill Schalz: Right. We’re really active on social media. , and we are very active
on social media. I have 700 swimmers, so I have eight, nine different sites.
Everybody kind of pitches in on the social media side, and that’s one way
we do it. Swimming fast at meets helps, looking professional, those kinds
of things, that helps a lot too. We have a pretty strong lesson program in
my location, where we have about 250 swimmers in between two pools in
our location. We have roughly 40 swimmers who go from our swim lesson
program to the swim team. Some things that we are going to be moving
forward with is hitting the summer leagues a lot harder.

Bill Schalz: Okay.

We have a lot of our coaches that do some summer league coaching too,
so that helps draw those kids in. One of the things we’re going to be doing
with one of the country clubs in Aurora is we are going to offer free pool
time to them, and free clinics in April and May. Before they’re able to get
into their pool and start training outdoors, we’re going to offer them free
clinics with our coaches. Their two coaches are former swimmers of mine,
so that helps too. We have done car decals, we’ve done all sorts of stuff, but
I mean it’s a never-ending thing and it’s evolving.

Bill Schalz: Okay. Right.

With our lesson program, which is also a for-profit company, we’re putting
together some safety flyers and we’re piggybacking with a not-for-profit, so
next week’s project is to go out to these schools and see if we can get those
schools to put those flyers in. It has got our swim lesson logo on it, we build
that business and that’s a lot of the stuff that we’re doing. In the beginning,
we were the cool team. I mean for lack of a better say, I don’t know if I was
the cool guy, but we were the cool team because kids were swimming fast,
we were having fun, and we had a good group of older swimmers that were
popular in the state, and so that drew people in.
Go ahead.
Male Speaker 4: Do you have any insights on moving a board-run team to a
coach-owned team?
Bill Schalz: I do. It is hard. It’s difficult. Because, first of all, the board has to buy
into it and that can be a challenge. A buddy of mine just did it, he just converted his team over and he merged with another team that was coached
by his brother. They are putting this together and I talked to him this week
and he was lamenting on how much work it was. Basically, most board-run
teams are not-for-profits. Part of it is just dissolving the other team and just
converting it and saying, ‘Okay so now the parent board is now going to be
an advisory board.’ And then, the actual not-for-profit board is going to be
you, your wife, your buddies, or whatever it is.
You take the control of the corporation of the not-for-profit business, and
put that into friendly hands that are not swimming people. I think one of
the dumbest things I ever did was never create a parent board. I didn’t want
to have it, but to not to have a booster board is a mistake. I think if you have
a booster board then the parents - even if the team is for you, if you give the
parent booster board, ‘Okay, if we do this, and this, and this we can keep our
team fees down. If we do these things we can go out and buy cool starting blocks or a timing system,’ those kinds of things. I think it was kind of a
mistake on my part.

Bill Schalz: Right.
Male Speaker 5: But, it is sometimes the cost effective method. So that’s
one question, how do you balance those two? And the second question is
completely separate, but raising money…

Male Speaker 5: You’re building a $1.6 million facility.
Bill Schalz: Yup.
Male Speaker 5: We are kind of in a similar boat. Advice on how you might
raise money, and maybe some tax advice that might go along with that,
something that might appeal to investors.

Presenter: We’re a 501(c)(3).
Bill Schalz: Okay. The question was at what point do you stop paying people
to do something, and at what point do you get volunteers? Our volunteer
system is pretty simple. We do this - we do a swim-a-thon. Every family has
to raise a hundred dollars or else they got to pay us a hundred dollars. We
host a lot of swim meets because when you have a team of 700 swimmers,
you can’t put 700 swimmers into a swim meet. We used to have a lot of
meets, and not every one of our sites goes to all of our meets, but we do
host a bunch of meets. Parents are required to work X number of sessions
at a meet that we’re hosting. From that standpoint, they don’t then they
get billed.
We have supermoms that love to volunteer. I have got a mom whose child
hasn’t paid for team fees in two or three years because this mom just is everywhere all the time volunteering for us. As far as fundraising and specifically fundraising for a facility, I’ll give you an example of a buddy of mine
that has built his own facility. We are going to kind of mimic that. First, we’re
going to buy the land. Then, on top of that, we’re going to put a building on
top of it. We are estimating that the land is going to cost roughly $400,000.
Then on top of that, for 6,000 square foot building I’m estimating $200 a
foot, I hope I can build it for cheaper than that. We need $1.6 total.
My goals is to raise the $400,000. We are doing a pretty good job on the
raise. We are doing a business plan. I have reached out to some close friends
of mine that know my reputation and are confident that I can make this
work. We have gotten some quick money. And no, I haven’t got a single
check yet, so I’m saying that with a grain of hope, but very confident that
we’re going to get that money fundraised. Once we fundraise the money,
we’re going to buy the land with cash and then use the land for collateral to
get the business loan - the SBA loan for the facility. SBA loans, typically you
need 25%. We are putting $500,000 down to where we’re using $500,000
with collateral for a $1.2 - $1.4 million loan. So, cool.
Alright thank you. I’m around and I’m happy to answer any questions that
you guys have.
Thank you very much.

Male Speaker 5: Sometimes it’s a struggling balance those that want to volunteer want a paid position. Sometimes I find myself trying to decide if I
pay them it’s going to cost more, but then I can have expectations of their
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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

The Truth About
“Changing the Culture”.
by John Leonard

Four phone calls in the last four months to me from coaches who want to “change the culture”
at what is for them, their new club. Meaning that the club has been in existence for a bit, but
the coach just got hired. Each coach was struggling to achieve that.
My first question to each (since they were Board Owned Clubs) was, “did your Board hire you
to change the culture?”. The answers – two “I don’t know’s”.
So that’s the first problem. Assumptions that teams/organizations want to change are simply not valid. You
interview for a job, FIND OUT WHAT THEY WANT.
In many (most?) cases, the club is perfectly happy
with their culture, they just want a new coach. Preferably one that comes equipped with fairy dust that
makes fast swimmers on 3 days of training a week
and doesn’t need to be paid since they are independently wealthy. (the coach, not the club…) Failing
that, they hired you.
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They don’t want culture change. They want a
better “something”. And that’s completely legitimate.
They own the club. If you go in and want to change
the culture, you’ll be calling UHaul very quickly to
move to your next coaching position, where hopefully
you’ll do a better job of interviewing. (Next time, call
Guy Edson in our office at 1-800-356-2722 to learn
how to interview the club.)
The other two calls had clear answers, “yes, the Board
says they want to change the club’s culture.” One of the
two knew WHAT sort of change the Board wanted.

One did not. She just knew they wanted “change”.
2nd problem. You can’t change what you don’t understand. Know what changes…where were they, and
where do they want to go. AND, very importantly, what
are they willing to do to enact that change? (and what
are they NOT willing to do….).
Now, the Harsh Reality.

Now, one last thorny issue. What to do with all
those “old culture” swimmers?

Change is very very hard. The “keepers” of the
culture are many. It may be long term part time and
loved staff members. (huge issue for a new head
coach.)
It may and likely WILL BE, the senior swimmers on the
team. Here’s a hint: if those swimmers wanted a
different culture, they’d already have it. Senior
swimmers are RARELY the key to the door of culture
change. They are still swimming because they LIKE
what is there now. (or they’d have changed teams or
quit swimming.)
So, you want to know, How DO I change the culture?

#3. Explain to them the differences between the
culture they have and the culture you want. Ask for
their cooperation as you change. That translates to,
“I know its hard for you to change. I’d like you to
try. But at the very least, I hope you’ll support my
efforts to make changes with our age group swimmers. In return, I’ll work with you as effectively as
I possibly can, or you can transfer clubs with my
blessing.”

#1. It begins with the staff. Hard as it may be, you
have to get EVERY STAFF MEMBER on the right
culture bus. If you have to change staff, well, thank
you very much for your prior service, but that’s
what you need to do.
You cannot change culture without ALL the staff being on the same culture bus.
#2. Get it done with the age group swimmers.
They are the only ones pliable enough on culture
to buy into your new vision and new culture. The
ONLY ones.
Sell it. And Sell it…and Sell it some more. What/
why/how and why is this better?
Build your new culture from the age group up. In a
few years, they’ll be your seniors and you’ll have a
new culture.
“Wait, I have to wait YEARS to change my
culture?”
Yes, my friends, you do. All things of value take
time. Culture change is one of them. Its not a slogan you slap on the back of a new team tee-shirt.
Its deeply embedded and loved new philosophies
and ways of doing things. And there is no short
cut.

#1. Not their fault that the culture they love is not
the one you want.
#2. Be kind and gentle. See #1.

#4. Not one easy thing about that conversation in
#3. Do you want honest and open culture change
or don’t you? And go back to the discussion on
Board Commitment and understand now, with
some perspective, my comment on “what are they
willing to change for new culture and what are
they NOT willing to change?” This is where that
particular rubber meets the road.
Summary :
Change is hard. Cultural change is the hardest.
Do you have official support to create culture
change?
How strong and deep is that support?
Culture change won’t come from those who are
strongly invested in the old culture.
This is not a war. Be Kind. Seek best solutions for
everyone.
Culture change must be accomplished at the age
group level. And wait for them to grow up into the
culture leaders you want.
Things of value take time.
Culture is not the one click on your iphone
mechanism.
You’ll need to invest time, energy and heart.
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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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The Zen of Personal Change
by Dave Salo
Speaker 1: With Coach Salo, we combine the art and the science of coaching. We know about the science. We listened this morning. We know of his
40-year career. We know he has a degree in exercise physiology; three of
them. But, I thought it might be interesting to remind us of the things he
told us this morning about himself and about his career, so our memories
are refreshed and we are eager to go.
“I like coaching a lot of kids,” he said. “I always wanted to be a coach,” he
said. If we have heard Dave speak before, we have heard him tell that he
plays noon basketball and he subscribed to Blue Apron because he wants
to be coached. He reminded us that it is important to be prepared for opportunities as he was. He is a big believer, “In visualizing what you want to
achieve…” we all know what J05 means now, right?
And he ended his talk this morning telling us that, “I like to see how coaches
engage their athletes.” As a final reminder, “Know what you know and don’t
be afraid to say it.” We go from that to the story of Zen and personal change
from our creative, scientist coach, Coach Dave Salo, welcome.
[Applause]
Coach Salo: Thanks for coming to this talk. How many have been to one of
my talks before? Okay, then why are you here again?
[Laughter]
Coach Salo: John Leonard asked me if I would come to speak at ASCA and
I am always flattered to speak at ASCA. I said, “John, I have nothing. I have
nothing more to say.” But, I am flattered and I am honored to be at ASCA. It is
a great place to exchange ideas and I do like getting in-front of people and
talking about swimming and coaching and stuff.
Leading into this talk, Guy Edson- as Guy Edson knows me well enough. He
called my office and left a message. I took the message and it said, “Dave,
we need a title for your talk.” Then, before I could breathe, he said, “I know
you are going to talk about whatever the hell you want, but I need a title
for your talk.”

is about coaching swimming. And I said, “Well I think my job as a coach is
to take the impossible and teach an athlete the impossible and turn it into
the probable.”
I think that is what we are about as coaches. We take an athlete who thinks
whatever you are asking them to do is impossible and not making it possible, but more like making it probable. Probable means it can happen. Possible means it possibly it might happen, but probably not. ‘Impossible,’ most
kids believe that it can’t happen. I just turned 60 the other day.
[Cheers]
Coach Salo: I am proud of that fact. The day before I turned 60 I went to the
movies and got the senior discount.
[Laughter]
Coach Salo: I got to the little ticket taker and he said something. I thought
he wanted to see my ID. It was like, “Are you kidding me? Are you going to
check out to make sure I am 59 and 364 days or 365 days and 60?” So, I used
the senior discount. It was awesome. Got in for $3 less. It was cool.
I told you this earlier today, that I might unleash a few swear words in here
because I can. I am 60. I learned a long time ago when I got to a certain age
that I could drink Diet Coke in the morning and I could because I could. I
could do whatever the heck I want because I was a certain age. At 60, you
can even do more. So, I can’t even wait to see what I am going to do with it.
It is like a newfound freedom because they just say, “Oh, he’s old.”
[Laughter]
Coach Salo: It is like, “Yes, I am old,” but I am not too old to keep learning.
Learning is so critical to our performance as coaches and I think I can be
better at this. I don’t think I am done, even though I thought that when
they asked me to do the talk this morning with the IRA interviewing me, I
thought that was the retirement talk that you give.
[Laughter]

[Laughter]
Coach Salo: So, I stewed about what the title should be. And, whenever I am
not sure I will go to the masses. I go to the masses and I send out a Twitter
tweet, and I said, “If you have got an idea for a title for my talk, I will consider
it and if I pick your title, I will give you a free t-shirt.”
So, I had a lot of people send in little tweets about what I should title this
talk. A former coach of mine, Jeremy Kipp, who is now the Head Coach at
Northwestern said, “The Zen of Basketball.” I did not want this to be a basketball talk, but I liked the idea of Zen.

Coach Salo: It is like you cannot do your own talk. You have to be interviewed because they are going to put me to pasture soon, but I think we
can keep learning. My athletes are obviously college kids and they are in
their twenties.
You know how kids are. They pout about, ‘Everything is so serious and everything is so exhaustive and everything is impossible,’ even though I am
telling them it is probable. I tell them, I say, “Stop it.” It is like, “I am 60 years
old.” Now, I can say that. “I’ve lived your life, three times.”
[Laughter]

I, like many of you, and you can be honest, don’t know what the hell Zen
means. But I think it means a conscious complacency. I think that is kind of
what this is about. It is a complacency or a conscious awareness of what you
are, who you are, and being comfortable with that and identifying personal
change, which I think we all have to be prepared for; to be able to be the
best that we can be.
I always believe you can continue to learn about what you are doing and I
am always open to exploring what I have not thought about before. I told a
kid the other day that called me; he asked me what my big, ultimate picture
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Coach Salo: “I lived it once. I then lived it all over again, and then you were
born. And now, I’ve lived it with you these last 20 years.”
[Laughter]
Coach Salo: “So, knock it off. If nothing else, I am here to prove to you, you
will get to 60. It will happen.” It kind of calms them for a while and it is pretty
cool. I don’t know if Adam Crossen is in the room. Is Adam here? Oh, there’s
Adam. I am going to tell Adam’s story. Adam, if you don’t know survived a

gunshot wound this year.

cool. It is cool.

[Applause]

So, we expected some change. We got a little bit of change and I think often
times he needs to step back and think about, “My God, I almost lost everything because I had to chase after the ‘Man-bun Bandit’ down the street
because he broke into Adam’s car. Adam had nothing in the car, but Adam
just was mad as hell this guy was jumping into his car.

Coach Salo: Real quick story. I get a phone call from my business manager
with Irvine Novaquatics. “Did you hear about Adam yet?” I said, “No. What
about Adam? Did he miss practice or something?” “Yes. He missed practice.
He was shot!”
[Laughter]
Coach Salo: “Shot?” [Laughs] “What the hell, he lives in Orange County. Who
gets shot in Orange County?”
[Laughter]
Coach Salo: In the hills of Orange, who gets shot? He gets shot in Orange
County. I was like, “You got to be kidding me.” And, so now, he’s been shot,
he’s survived. Thank God, he’s a great guy. And, it is funny, the kids made up
a t-shirt that says, “NOVA; faster than a speeding bullet, almost.”
[Laughter]
Coach Salo: It was cool. But now, Adam uses that as his response to the kids.
“Oh-my-god, I am dying, this set’s so hard.” He goes, “Let me tell you about
dying.”
[Laughter]
Coach Salo: “I almost died, literally.” The best part of that story, I get a call
from his wife and she says, “We would like you to be the spokesperson for
the family.” “Like, what? Spokesperson for the family? What does that even
mean?” “Well, in case somebody needs to talk to the media or needs to talk,
we would rather you be the face of our family.” It is like, “Oh, yeah. Okay.”
[Laughter]
Coach Salo: “Well, let’s do that.” So, I thought nothing would come up because I am up in my office in L.A. and he’s down here in Orange County
surviving. I actually had Dan Healy from one of the local TV stations in L.A.
come in and a couple other reporters that wanted to sit in my office and talk
to me about Adam and the family.
It is one of those news stories you never expect to be a part of. They are
showing the wealthy neighborhood that he comes from and, “How does
this happen in Orange County? It is such a nice family.”
There is video of Adam running down the street after this guy who’s going
to shoot him. And, Adam, at 5:30 in the morning, is getting ready to go to
practice. He’s got a big, old backpack on his back and he is running down
the street. His hat flies off. Well, there is also other video of the attacker who
Adam was running after. And, he has got a man-bun.
The guy’s got a man-bun, so when Dan Healy came in to talk to me, he goes,
“I am mad; this guy, he’s the man-bun bandit. We got to catch him.” The
guy’s in jail, thankfully. Adam’s doing well, and if you want to buy the “Faster
than a speeding bullet, almost” shirt, I think you can probably buy one from
Adam. He’ll sell it to you.
Anyway, that’s not what my talk is about, but actually, it is. Because when
Adam was shot, those of us who know Adam, know that Adam tends to
be very high-strung and is very passionate about the sport and he wants
things to be done right. We are all a lot like that. I think we all thought, ‘Well,
maybe this will calm Adam down a little bit.’ Not yet. Not much. Not much.
He is still intense and expects high expectations of his athletes, which is

But, where does that lead me into Zen of personal change? Well, I think I am
a pretty successful coach. Ira said I was a great coach and I am not a great
coach. I am a dream-end coach. I think I have been successful. I think I have
got ways to do this, but I want to do it better. And, I think I can do it better,
but I got to find the vehicle to do it better because at 60 years of age and
working with 20-year olds, it is a different world. It really is different. It is
very, very different.
We are dealing with kids that are raised by helicopter parents that keep everything strategically scheduled on an app. They have a tough time dealing
with the mental pressures of life. That’s why I say, “I’ve lived your life three
times. You’ll survive. It will be okay.” But, I felt that I could probably better at
what I do if I learn to be a little bit more aware of myself. Okay, so, you are
not going to be able to see these things very clearly. That doesn’t matter. I
will keep you entertained.
[Laughter]
Many of you know who Kathie Wickstrand is, and she’s a long-time head
coach at Northwestern University in the last 20 years probably. I have
known her for a long time. Kathy has been a life coach, culture coach, and
a communications coach. A little bit of everything. And, I have known her a
long time and she’s been working with a lot of teams over the last several
years; Cal Women’s team, Texas Women, and other teams across the country.
I have known her a long time.
I said, “Kathy, why don’t you come in help me and my staff and my team be
better in communicating with each other? What it entails is doing an assessment. It is called the DISC Assessment. She’s done this at ASCA before
and I did it with her a couple of years ago at ASCA and I had her do it with
the whole staff.
What the DISC Assessment basically is, is it is like a Myers-Briggs test or a
kind of assessment test to determine your personality. I have taken those
things before, but we wanted more than just the assessment. We wanted
the consultation. And, the consultation allowed us to really dive deep into
what these things mean.
To dig down just fairly dee, DISC, it is a D and I, an S and a C. Now, I don’t
know what all those things might mean. I don’t really care what they all
mean. I only care about what it means to me. So, when I do the assessment,
this is what it comes up with. I am called the Big D. You know I am the Big D.
Anyway, I am a D. I will go through this a little bit. I am not an expert. I can
just tell you how I became more self-aware of who I am and how I think I can
help communicate with my athletes to my coaching staff to just be better
at what I do. So, D means D. There’s these other terminologies I, S, and C,
but the thing that’s really key to me is the D. D stands for Dominant. I am
dominant. I am the guy that when things are not done exactly right, I get
mad. I get angry and I want things done right, now; immediately. That’s the
way I want it to be.
I did not realize I was scaring the crap out of my athletes. I have a lot of
athletes on my team through the assessment that are really I. High Is. A lot
of Is, and a lot of Is tend to be very sociable and I am not sociable much at
all. That’s why I said this morning, my only friend is John Urbanchek. Now, I
have a few more. Not many, but I got one. I keep telling that so John takes
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care of me in my old age.

my patience level – and I don’t think it is an age-related patience level- has
come down to that Zen of calmness.

[Laughter]
Coach Salo: I am the son he never had, but always wanted so when he
leaves me his house in Fullerton, I’ll be set.
[Laughter]
Coach Salo: So, we do this assessment with the entire coaching staff. I am
a big D. My other coaches: I have got an I on my staff, an S on my staff, and
a C on my staff. This is how it all kind of starts out. Let me go through this
assessment, I got a big, huge binder full of information.
As I read through the information like, ‘Oh-my-god,’ I take an assessment,
which is this long 100-question survey of who you are, and it comes back
with things you’re like, “How can this begin to talk about my character or the
way I communicate with people?” This is one of the first pieces that comes
out of this thing is “David, can be successful at many things not because of
versatility, but rather because of his determination to win” and that kind of
defines me.
I am very determined to do something. Like I talked about earlier, about
visualizing what it is you want to be and that is kind of who I am. I am determined to not just win, but to do something to its completion. “He may lose
interest in a project once the challenge ceases.” That is kind of me.
I will buy technology apps and I am really excited about that new
technology app and I’ll play with it for a little while. Then, I just get, I don’t
know if I get bored or I just get to a point where it is like, “Ugh, it is too complicated.” I would love technology, but I don’t have the patience to dive into
it as much as I probably need to.
“He may be ready for another challenging project,” which is kind of me. My
assistant coach, my coaching staff cannot stand me. They hate me. They
hate me because it is like my mind is always racing towards the next thing.
They are like, “We haven’t finished this thing,” but I am on the next thing.
My job is to give you the visuals of what I want. Your job is to carry it out.
That is what head coaches do. So, my staff at Irvine know, but they get mad
at me too sometimes because I keep saying, “We need to do this,” and then
I expect them to do it.
They sit on their haunches and I keep bringing it up and I get mad sometimes. “Damn it, we’re going to do this.” But, that’s again, one of the things
that characterizes me. “He can be incisive, analytical, and argumentative at
times.” That’s me. “Some may view him as being stubborn and opinionated.”
I am pretty stubborn and pretty opinionated and it is hard to keep me quiet.
“His high ego strength demands that his standards will be met.” So, I do
have high standards and high expectations. My kids are afraid of me
because my expectations are so high. From really, really good athletes, they
are afraid of me because I’ll tell them, “Oussama Mellouli, who I coached
until recently, and who might be coming back I heard.”
I used to tell Ous, “We got to be training to go 14:30 in the mile; 14:30. That’s
where that event’s going. You got to go 14:30,” and he would look at me like,
“You’re stupid. You’re crazy. You’re dumb. This is absolutely ridiculous. You
have these high expectations. That’s ridiculous. We don’t have to go that
fast.” And, he was right. In 2008 we did not have to go that fast to win the
Olympic gold medal, but my expectations are so high, that’s where I want
them to be.
My lesson learned through that, working with him, is that I have got to make
sure I reel-in those expectations a little bit. Through the DISC Assessment, I
have been able to be a lot more aware of who I am. And, I can tell you that
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I am more calm in the last two seasons, so when a kid comes to me and
says, “Coach, I have to go to a wedding this weekend. I am going to miss
practice.” It is like, “Okay. That’s fine, where are you going to go to this wedding?” “Well, it is in San Antonio.” It is like, “Okay, well I know some people
in San Antonio. I’ll find out when the workout schedule is and you can go.”
[Laughter]
Coach Salo: I don’t get mad as much anymore. I walk on the deck and I usually get mad at two things. I get mad at two things. I’ll tell you a little side
story. I get mad when the lane lines aren’t in and tight. I hate that. I hate
loose lane lines. I walked in this morning to practice. We have to share with
Water Polo and I told them very clearly, “Wednesday morning long-course;
all other days, short-course.” Today’s Thursday. Lane lines are long-course.
It changed my whole plan for practice, but I was calm.
[Laughter]
Coach Salo: It is like, “Calm down. They did not get the message right. It is
okay,” but that makes me mad. The other thing that makes me mad is one
time I called the kids out of practice. Let’s say I gathered them all around
and I am fermenting over this and that and the other thing and look at one
of my team captains, Ted. And, I said, “Ted, do you know why I am so mad?”
And Ted looks at me and goes, “Yeah.”“Why?”“Because the grades just came
out.” “Yeah.” I said, “Grades and lane lines.” I do not do well with grades and
lane lines.
Anyway, those are the general characteristics of who I am and it is really
clearly delineated in this thing that came from 100 questions. It dialed me
in pretty good. “David is a good problem-solver and troubleshooter.” I think
I am pretty good when things are tough, I think I am reactionary to things
pretty quick and can solve problems pretty good.
“Always seeking new ways to solve old problems.” We are all trying to make
people fast. So, I am trying to find ways to make my athletes fast and I am
trying to help them be fast governed by a philosophy that I have talked
about at nauseam at these conventions. I am a race-pace coach. We do racepace training. There’s a lot of focus on technique.
I do not care how far we go, yardage isn’t very important. I do not believe
in the aerobic base because everything we do is aerobic. We just do it at a
faster level in my program. I make things relevant to the events that they are
swimming. I will hearken back to my professors when I was studying exercise physiology and my professor said, “Why are you swimming a marathon
to go 51 seconds in the 100 yards breaststroke?” And, I said, “Because, that’s
how I trained with our coaches way back when.”
[Laughter]
Coach Salo: I finally got my dig in. Real quick story; I swam for Jon Urbanchek
and I took about two years off and worked on my Masters degree. I decided
I was going to swim in a Masters meet. I trained 60 x 25s on the minute, all
out, every day for 10 weeks. I swam the Masters meet and I was faster than
I was in college.
[Laughter]
Coach Salo: That’s cool.
[Laughter]
Coach Salo: So, John and I have a competitive rivalry that still goes on to this

day. I am just trying to make people faster. Some of you came to my talk a
couple of years ago. I talked about the cheetah. I tell the kids, “You got to
swim like the cheetah runs.” I am trying to find what mechanism in coaching
that way will get my kids to embrace that. The cheetah runs full speed. It is
one of the fastest mammals on the planet. It goes full speed as long as it can
and it better catch its prey before it collapses, but it goes frickin fast.
So, I told John earlier today, and anybody that listens to me, you don’t see
old cheetahs. They are not fast enough to catch prey. That’s the way I think
swimming should be done. Swim fast. So, I am trying to figure out ways to
do this; to get my athletes to go faster by communicating with them a little
bit better.
This is a general characteristic of who I am and it is kind of spot on. It has
helped me these last two seasons to better communicate with my athletes and to get more out of them; get more performance out of them. I
believe if my athletes are engaged not just in the training, but in the social
interaction between the two of us, then I think I can get more out of my
athletes.
So, I am a D. I am a dominance guy. So, here are my characteristics. I am
active. I am forceful. I am pretty direct, but the value is challenge. I love
challenge and I love achievement. Ae lot of you guys are going to be Ds. A
lot of you coaches are going to be Ds. I’ll avoid being taken advantage of.
When Kathy told me about that, it was like, “Oh yeah.”
I am one of the most accommodating head coaches in the country and my
staff kind of knows it. Every time they ask me for a day off or a week of, or
this off, or that off, I oblige because I want them not to have a life like I have.
I want them to go home to their kids and their parents, and their family, and
their dogs and all that. I will take charge of everything else, but at the same
time, I have this contradictory feeling inside like, “God, I am being taken
advantage of.”
Now, I was not aware of that until I went through this assessment and now,
it is like my coaches know that if you’re going to ask something from me,
you better come in a timely manner and say, “Coach, look, I know we have
got this coming up. I’ve got this thing that I would like to participate in.” I
can feel like I am not being taken advantage of and question that whole
relationship because that’s critical.
I recognize, at the same time, I put myself in position to be taken advantage
of. I say that because one of my associate head coaches is Catherine Vogt.
She’s got a seven-year-old daughter. She’s been a single-mom until recently
and I want her to get home to Carson’s swim practice. So, I’ll say, “Yeah, you
get out of here. Go home; take care of Carson,” because I think that’s really
important.
But, I have to be careful to recognize that if I feel just taken advantage of,
then it is going to just eat me alive. So, I got to balance that out, but now,
I am aware of that. I am aware that that is my nature. I want to accommodate my coaches, so I want them to have the opportunity to live a balanced
life, and at the same time, I’ve got to recognize that if you are going to feel
just taken advantage of, that’s on you. That is your fault. You can tell you
coaches, “No. You are here till 6:00 o’clock. That is the way we operate,” but
I don’t do that.
Under stress, I am impatient and argumentative. I don’t know if that’s true.
I know the staff might say that’s true; decisions are based on quick results.
Again, it is the technology thing. I want to see results on the new app
immediately and I do not have a lot of patience with things that take too
long. Take time to be efficient. Give them options and probabilities and
these are a few other things. Quick indicators, fast pace, task-oriented, extroverted.

I am not very extroverted. I fake extroversion. I love coming to clinics and
talking because I can talk to you guys like I am Mr. Extrovert, and then I go
off to my little hovel all by myself. Be clear, specific, brief, and to the point.
If you are communicating with me, that is kind of what I look at. Come with
support materials and rationales.
So, if you’re coming to see me as a big D, you got to come with materials
and say, “Look, here’s the rationale. Here’s what it is” and bam, you can make
decisions. Do not tell stories or show them lots of details. As Kathy says, you
are supposed to come in and see me and “be quick, be clear, and be gone.”
Just get in there, get out of there, and don’t linger on.
Do not leave loopholes or cloudy issues. Be really thorough. Don’t
appear disorganized or scattered. You should see my desk. I am a little
disorganized and scattered. I know where all my piles of crap are. So, those are the
characteristics of me that have helped me just take a better approach to
how I communicate with my athletes.
I can tell you, I am a lot calmer. I want my athletes to swim fast, but they’re
not going to swim fast because I am ranting and raving and screaming up a
storm. I think it is helped me a lot.
Now, here’s my value to my organization that’s part of this assessment. It
is I am forward looking and future-oriented, and that’s kind of who I am. I
have taken a path through coaching in terms of my philosophy that is pretty
contrary to what we were all told when we would come to clinics. ‘You have
got to put in 9,000 yards of practice. You have got to build the aerobic base.’
I had professors say the other side of the spectrum and I went that route,
and I am glad I went that route. But, it is this focus on looking a little bit
beyond what we used to do in the past. Usually make decisions with the
bottom-line in mind. Present the facts without emotion. Innovative; I
think I have been pretty innovative in my career. Objective and realistic.
Tough-minded, I think I am pretty tough-minded.
I think big. ‘Will join organizations to represent the company. Suspicious of
people with shallow ideas.’ I can be that way. And this is the piece that I
think is probably the most important. ‘Is the most understanding of communication styles.’ Each one of these assessed parameters; D, I, S, and C will
communicate a little bit differently.
And, again, I can’t tell you the details of everybody else. I can tell you the
details about me and ways to communicate. I have got to be patient and
persistent and I have learned that in the last two seasons now that when a
kid comes to me to talk to me, I just listen. I try to listen a lot more.
We tend to as coaches try to come in and just tell them, “This is the way it
is.” Give a lot of examples, “I am 60 years old. I have had lots of experience of
life.” They do not want to hear all that baloney. I usually use some kind of a
basketball analogy. Okay, here’s my basketball analogy. So, I play basketball
almost every day, except for today, at noon. The faculty staff game that’s
been going on forever. I never played until about 10 years ago.
Now I play every day and I love the game, and it is hard. You have got to
guard somebody who is sometimes much bigger, much stronger, and much
faster, and knows his game better. And, you have got to keep them away
from scoring because if you don’t keep them from scoring, your four buddies are going to get mad at you. This is noon basketball. It is crazy.
I am proud of being 60. I am 60. Some of the guys that come up and play are
really talented guys in their 20s. Sometimes we get some high school kids
who sneak into the gym and they always do this to me, “Salo, you guard the
high school kid.” It is like, “God, ugh. You kidding me?” Or, it is, “Salo, you’re
guarding the girl.” It is like, “No. They’re better than me.” But, the best part is
we’re not playing full court. We are playing full court of half court.
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[Laughter]
Coach Salo: So, fast break happens and it is like, “Get down there, Salo.”“Ugh,
are you kidding me? You are half my age.” One day we were playing basketball and there was a loose ball and I will hustle. I am a hustler. I dive for this
ball and I kind of flick it out to one of my teammates and it just dribbles
around. I am like, “What the hell?” I get up, dust myself off, and I am looking
at all nine guys beside me who are laughing. I am like, “What the hell’s so
frickin funny?” It is like, “We have never seen somebody dive for a ball so
slowly.”
[Laughter]
Coach Salo: But, I hustle. Man. So, to communicate for me, give pros and
cons on ideas. Respect my quiet demeanor. This is how you communicate
with me. Support and maintain an environment where I can be efficient.
That’s really important. Listen to me. Show me a sincere demeanor by
careful attention to his point of view. These are how you communicate with
me. “Be clear, specific, brief and to the point.” “Take issue with the facts not
the person if you disagree.” “Keep at least three feet away from him.”
[Laughter]
Coach Salo: I don’t know what that means. One of the things I have learned
in my office and I have an awesome office. I have the best office on campus.
I have an office where you can open up the slider on the balcony, which
overlooks the pool, and it is a big, large office. Here’s my side story about
the office. When they were building the facility, they let us look at the
drawings on a weekly basis. I looked at the drawings one day and I said,
“This isn’t right.” So, I went over to the water polo coach and I said, “Look at
this drawing. This isn’t right, is it?” These three offices, they were all the same
size. Our water polo coach, who had been there forever is Jovan Vavic. Says,
“Jovan, don’t you think the head swimming and the head polo coach should
have larger offices?” And, he goes, “Yes. Of course.”
[Laughter]
Coach Salo: So, I marched over to the architects and said, “These two offices
need to be larger. This one can be a little smaller,” and they did it.

Coach Salo: “Don’t use inappropriate buzz words. Direct order. Don’t pretend to be an expert if you’re not or make statements you cannot prove.”
Leave things open to interpretation. What we have learned through this
process is just the ability to communicate better.
What are the buzz things to do with each coach? I am learning better. I am
not an expert by any stretch on how to communicate with my athletes
or my coaches, but I better understand how I need to be, responsive and
reactive to my coaches and my athletes. I just tend to listen a lot more. Listen, be reflective. Don’t need to jump on something too quickly.
These are perceptions of it and that all of the different characteristics are
noted here, but for me, pioneering and self-perception. Pioneering, I think I
am a pioneer in sport. I think I’ve made an impact in the sport. I hope that’s
true. I am competitive. I am really competitive. I am really competitive and
that’s why I love the game of basketball. Every day there’s a result. My team
won two out of three yesterday. That was good.
Positive. I think generally, I am positive. When I coach I try not to be
negative. I am assertive. I am confident. I am a winner. Other’s perceptions
of me may be different; demanding, egotistical, nervy and aggressive. God,
got to be aware of that, and I hope I don’t come off like that. But, there’s a
reality to this. The awareness for me to better understand how other people
might perceive of me is important as I make that communication.
I had a visiting coach from India this summer who just drove me out of my
mind this summer, because he was like always like sneaking up on me with
a question. I was like, “Get out of here, ugh!” I hated it, and I was really rude.
I was terrible and I apologize. Not to him, to you.
[Laughter]
Coach Salo: Other’s perception when I am under extreme pressure, stress,
or fatigue. ‘Abrasive, arbitrary, controlling, opinionated.’ There are times I will
come in the morning and I am just mad at the world because they did not
put the lane lines in right, so everybody just kind of stays away from me. It
is like, “Oh, he’s angry. He’s mad” or some – some recruit called me to tell me
that they’re going to Dave Durden instead of Dave Salo, and that pisses me
off, too. I get frustrated.

Coach Salo: So, I have this huge office as does Jovan. My diving coach, he
only coaches like six kids, so he’s got a smaller office. It is perfect.

And, I say, “Well, at least I know Dave coached me once, and he swam for
me one summer, so I am proud of Dave because he’s doing a great job.” But,
yeah, it makes me mad Dave, when they go to Cal. It is like, ‘Do you need an
assistant?’

[Laughter]

[Laughter]

Coach Salo: But, one of the things I have learned in this exercise is that I
have a nice office, a big desk, a big couch in the office, and whenever I need
to talk to one of my athletes– usually, not always, but most of the time- I’ll
come around from my desk and sit in one of the chairs next to the couch so
that we can talk without a barrier between us.

Coach Salo: I may be there one day. What I have learned from this exercise
more than anything else is just more awareness of me. I am still trying to
figure out how I am supposed to communicate with the kids based on their
profile. And, trying to better understand what those profiles mean, but I
think more importantly, it is just understanding my profile and it is a real risk
when you go through this thing.

[Laughter]

I think that has helped tremendously for me to get away from my desk, talk
to my athlete, and humanize the situation so they don’t feel like this barrier
from this big desk with all these piles of crap all over it. They can feel more
like they can have a conversation with me.
They realize that I am not who they think I am sometimes. They are scared
to death of coming to see me, and it is like, I am not that scary guy except
when I am on the basketball court. Then I am scary. We play shirts and skins,
so it gets a little scary.
[Laughter]
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There are times where Kathy and Kathy and I have had really heated
arguments about things away from the team, away from my coaching staff.
We- her and my coaching staff and I- all talk with her every week for about
an hour. We just talk about what is going on. I can just tell her what’s irritating me and pressing the issues a little bit.
I am one of those people where I don’t harbor things. Once I am mad about
something, I am mad about it and then I am done with it and I go on. Kathy
is wired the same way, but in a lot of regards a little bit different. This summer I had her working with me and I had her coaching the 6:00 o’clock
group and I am really adamant about my warm-up.

I said, “You could take this group every morning at 6:00 o’clock,” and she
would write it up on the whiteboard. And if you know Kathy, she writes all
these quotes up on the board. It is like, “Just do the workout.” So, one day I
am walking by the whiteboard. She had written out a workout for the kids
and the warm-up was not my warm-up.
She describes it better than I do. “Kathy, that’s not the warm-up. The warmup is 400, 6x50s. That’s the warm-up. Don’t change my frickin warm-up. It
is not your workout. You get to run the workout, but the warm-up is mine.
You can do the rest of it, but warm-up is mine.” Then I walked away and I was
done. She was like, “Are you still mad at me?”
It was like, “No. That was minutes ago. I said my piece. I told you, don’t
change my warm-up and we’ll be fine” and that’s kind of the way I am. I
think sometimes kids are afraid of me because they think I am harboring
this resentment or negativity. It is like, “No. I said my piece. I am done. I don’t
harbor resentment. I don’t have grudges.” Maybe it is age. I forgot.
[Laughter]
Coach Salo: One of the things I also learned about is my coaches get upset
with me sometimes because they don’t know what we’re going to do. I sit
them down and I explain it before workout.
We go down to practice and they will get upset with me for not writing a
workout for them, and say, “Here’s the workout.” They get mad at me for
that. They say, “We don’t know what we’re going to do. We just get really
frustrated. We don’t know what we’re going to be doing that day.” It is like,
“I don’t either, yet.”

self-describe what they think they are, so that I know who they are better
because it gives me a lot of information as to how they train or what their
mindset is.
You will be amazed. The other day, on Tuesday, I had a couple of sprint guys
that are really sprinters go in the long sprint group. They did not do enough
during the summer, so they think they are going to make it all up in a single
workout on Tuesday. [Laugh] We are limited to eight hours a week, so it is
like, “Okay, you’ve got a 45-mintue workout in the long-sprint group. Yeah,
that will work. That’s going to do well.”
Sometimes I build in confusion purposely. They don’t always receive it as
well as I think they should, but that’s okay. Again, the bottom-line is that
what I am trying to do is to communicate with my athletes a little bit better.
I am trying to teach them to trust me. Just trust me. I said that earlier when I
was talking about some of my athletes. Just you got to trust me.
That’s the biggest key to our performance as coaches, is can we get them
to just trust us no matter how we do this thing? Be it writing a workout of
10,000 yards every practice or coming off the cuff and going, “Okay, we’re
going to spend the next two hours doing the work that I think you need
to do and just trust me that I think that I know what I am doing.” And, as
coaches, I don’t know who you are or where you are in your development as
coaches, we got to be just really confident in the things that we do.
So that when we say, “Yeah, we are going to go three rounds of 4x25s, plus
a 75, plus a 100. And, the 25 is going to be swim, swim, kick, swim, and it is
going to be superman kick position the first two 25s. The 75 afterward is going to be fly-back-breast and you are going to descend one through three
in the 100. You are going to frickin cheetah swim.”

[Laughter]
Coach Salo: I don’t know until I get out there. That’s how I coach. That’s just
what I am comfortable with. I walked out on the deck. I evaluate what we
look like. I evaluate the energy of the team. I look at the weather, for God’s
sake. I mean if the weather is a little cold I am not going to do this thing. I
might do this thing.
I am walking on the deck; it may be long-course, it might be short-course.
I better figure out what I am going to do, but I am going to have to change
the focus of my practice, so I don’t come out with a planned workout. But
man, I run some great workouts. My workouts are awesome. They are. At
least, the kids tell me they are. They’re awesome. They’re really good. They’re
really creative, but I did not plan them the night before because I just don’t
function that way, but my coaches get so upset because they don’t know
what’s happening.
And, the kids aren’t sure. The kids right now, the first two weeks of school,
they don’t know what the hell’s going on. And, I keep telling my assistant
coaches, “I want them to be a little confused. It is okay, because when I
swoop in next week, and there’s clarity in what we’re doing– they’re going
to think I am the Zen Buddha…
[Laughter]
Coach Salo: It is one of the things that we do in my program. The first couple
of weeks, we do not assign them a group and I have three groups. I have the
short sprint group. I have the middle sprint group, and I have the long sprint
group. Nobody wants to be in the distance group, but the long sprint group,
they don’t mind that so much.
The first couple of weeks, I don’t even tell them what group to go into. So, I
left directions today for my coaches. I said, “Look, do what I did on Tuesday.
You come in and you say, ‘Short-sprint, middle-sprint, long-sprint; go to a
lane. Just get in a lane and we’re going to start workout.’” I want them to

You better be believing what you are saying and what you’re doing and get
them to trust you. And, that trust comes from, I am hoping in my last few
years of coaching, however long the last few years are, is going to be driven
more by my communication and better appreciation for who I am as this
person that I have tried to describe for you and be better at it.
And, if I can do that, then I can contribute more to the sport and more to my
athletes that I coach, that will be a good thing. So, that is the Zen of personal
change. Don’t be afraid to make changes. I encouraged people several years
ago when I talked before about go do something you have never done before and learn or reacquire that skill of being coached. Go be coached.
The basketball thing? My kids get tired of it. “Oh-my-god, he’s talking about
basketball again,” but I know what it is like to be playing and they are not
passing me the ball because they think I am terrible until I hustle. I was really
good yesterday. I was pretty good yesterday.
[Laughter]
I have to admit, one of the guys who plays all the time goes, “Man, you’re
getting all the rebounds.” Like, “Yeah, damn right.” But it was to learn something I’ve never done and be coached at and get yelled at. I have a guy who
has been helping me learn the game a lot and unfortunately, as you get
older, you think through everything.
So, you have to think through everything and then it takes more to do it,
but this guy will yell at me. He gets so mad, “Dave, ugh! You’re supposed
to do this! Go around this person. Go there. Go up there. Go over here, and
around!” It is like “What?” And, I would start laughing at him one day and he
goes, “What are you laughing at?” “It is just the fact that you think I could do
that, that amazes me.”
[Laughter]
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Coach Salo: “I am so frickin flattered you think I could do that. That’s just
incredible.” I’ll tell you, I told somebody today earlier that what’s amazing
in the game that I play is I am really good at layups, when I don’t have time
to think. And, somehow this usually happens this way; I am kind of running
around the baseline, over here and somehow, the ball ends up in my hand
and I just go.
But, if I have two seconds to think about it, it goes over the frickin basket,
every frickin time. I’ve had these amazing little passes where somebody
throws some pass around their neck and over and under, and somehow it
ends up in my hands and if I just go up and put it up; no time to think, it is
pretty good. Then everybody stops and applauds me.
[Laughter]
Coach Salo: And I do not care if it is basketball. I spoke two years ago about
Blue Apron. That was a learning experience, so get out of your comfort
zone. I have been doing it for 40 years. Got to get out of your comfort zone,
do something completely different, and learn how it can make you a better
coach.
When I am yelled at on the basketball court, all of a sudden, I start thinking.
I get yelled at and it is like, “Ugh, shoot.” Then I start thinking. And I know
what that feels like from the receiving end as an athlete would be. So, I’ve
tried to calm down, listen, and understand who they are based on this DISC
Assessment, so that I make the right choice in the matter. That is all I have.
Any questions? This may be the last time I speak at ASCA.
[Laughter]
Coach Salo: So, if you have any questions you let me know.
Speaker 3: Have your athletes made any comments about like do they see
or feel a change?
Coach Salo: The question is: have my athletes seen a change? Yes. I signed
a new four-year contract the other day probably because of how I have
changed. Because the kids are like, “Oh-my-god.” And, I haven’t changed the
training. I haven’t changed that. I haven’t changed what is for me, coaching.
What I have changed is just how I respond and react. I am not mean guy. I
am not a nasty guy.
I think I treat my athletes with respect, but I think they have come back
and said, “Oh-my-god, yeah, he’s really different,” in a good way. So, I think
that, in large part, is why I signed a new contract. Plus, I had pictures of my
boss – no, I did not.
[Laughter]
Coach Salo: Any other questions? Yes, in the back.
Speaker 4: You mentioned once a week, long-course training. Is that what
you recommend for long-course training or do you have any type of stipulations to how often you go long?
Coach Salo: Good question. The question is: how often long-course versus
short-course? I love short-course because I can vary my workouts a lot more
because I love different distances. 25, 75, 100s, 125s, I love that. I have always been of the sense of I need to finish at a wall and walls are important
to me. But after NCAA training is over, we just keep it long-course. I have
learned to adapt my coaching style to it being long-course.
The physiologist in me says the muscle doesn’t know if it is short-course
or long-course. It doesn’t know. If you’re swimming it, the muscle doesn’t
know. The brain does, and the brain’s going to get in the frickin way all the
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time. So, I know that it was a long time ago, but Aaron Peirsol broke his first
world record, he broke in 2000 or something.
He broke it in March 20th. It was my mother’s birthday, that’s why I remember that. And, he broke it and he hadn’t been in a long-course pool since
that previous August. He did not do any long-course training, but he went
1:55 and having no long-course. The problem that we have as coaches is if
we convince the kids that they need a certain thing that you can’t provide
them, they will not believe they can be very good, or that they are going to
be disadvantaged.
I remember a friend of mine was coaching out here several years ago and
he was a really good coach, a very successful coach. He sought out longcourse water that was 35 minutes away and at the end of the summer, he
says, “My kids are all quitting and joining the team over there, 35 minutes
away.” I said, “Well, you showed them how easy it was to get 35 minutes
away and you said to them that long-course is so important that we got to
go 35 minutes away. What else are they going to do?”
So, stay where you are and change your sets so they will like long-course.
You know, go 125s. Okay, instead of 100 meters, we are going to go 125s,
and then make them do the times you want at long-course going 125.
Coach Salo: But, I think the physiology just dictates. If you are training, it
does not matter. You know, it doesn’t matter. The brain is what confounds
the factor more than anything else. So, when I go to long-course in March
it is because I am tired of the kids going, “When are we going to go to longcourse? When are we going to go to long-course? When are we going…”
“Okay, we’ll just long-course.”
At USC, we have got to flip lane lines all the time between water polo and
swimming, so it is easier for us to just have one set of lane lines that we are
pulling in and out all the time. So, I just put it long-course from March 28th
on and I vary the way I coach. I am not so stuck in having to finish at a wall,
so we do a lot of things like, 15 meters full speed, 20 meters easy, 15 meters
full speed.
But, I do not believe you have to be swimming long-course to be able to
race long-course fast, but that has just been my experience. Do not convince the kids that they need it and they will be fine. Then, when you go
warm-up at a pool for a long-course meet, go warm-up short-course. Don’t
warm-up long-course. Warm-up short-course and let them race. The physiology will take care of itself, I think. The brain’s got to learn how to do it. Any
other questions? Yup.
Speaker 5: Did you have your athletes take that DISC test as well?
Coach Salo: Yes. The assessment, yes. All our athletes did the assessment
and then we had a seminar to go over what this all means for the athletes,
and it was really good for them to better understand how they communicate, how to communicate between the different types is really important
and a better understanding of it all.
Right before we had the women’s team do this, last year, I was doing a workout and I wanted the kids to have both feet on the wedge. We were diving
into the pool that is 16 feet at that end. They are not going to hit their heads,
but I wanted them way back on the wedge, diving off both legs.
And I had one of the girls refuse to do it. She was just all buzzed out about
doing this thing. It is a simple drill and before we went through this assessment I was like, “Get up there, do the damn thing! God damn it, do it!” Sorry.
[Laughter]
So, I was just mad as hell. It is like, “It is not that hard. Just get up there

and do this thing.” And, that weekend, we go through this seminar and she
walked off the deck, and she just pouted away. And Saturday or Friday we
have a dual meet against University of San Diego and she’s like, “I think I am
sick.” It is like, “Oh, whatever.”
[Laughter]
Coach Salo: She was just feigning being sick and I was still mad at her for
this whole diving thing. Later that afternoon we have a seminar with Kathy
and she put us into different groups, and did not realize what took place. I
would sit down with my little group and she’s in the group. I am like, “Ugh.” I
am still mad. She’s still scared and mad. We are going through this exercise
and she is explaining these different personalities and behaviors and these
characteristics.
And, she looks at me and I look at her and she understood who I was that
I get angry when things are not done exactly the way I want them to be
done. I can’t remember what she was. I think she’s an S. So, we understood.
There was that moment of understanding how we are just created. We just
looked at each other and I said, “I am sorry.” And, she goes, “I am sorry, too.”

Speaker 7: You were talking about race pace.
Coach Salo: Yes.
Speaker 7: You are doing this by cutting the repetitions and increasing the
rest?
Coach Salo: How am I accommodating race pace work? Well, you can’t do
repeat 200s at race pace without a doubt.
Speaker 7: Yeah.
Coach Salo: So, the distances that we are looking at are much shorter distances. Yes, and my example I just threw at you is five rounds of 75 plus 3
x 25. Three rounds and the last two are cheetah and the 25s are drill at full
speed working on body position or whatever. So, we’re reducing the distances, varying the amounts of rest. We go about 20 to 25 minutes’ worth of
really intense work and then we go an easy 100 or 200. Then do another 20,
25 minutes’ worth of work.
Speaker 7: The question under that is what is the physiological base?

[Laughter]
Coach Salo: And we gave each other a hug.
[Laughter]
Coach Salo: Then, in November, she proceeded to have a concussion. She
was out for the rest of the year.
[Laughter]
Coach Salo: But, she’s come back and I think our relationship is much better. I understand her a little bit better. She understands about me that I am
not mad at you as a person. I am mad at the situation, and then I go on my
merry way. So, I think it is helped a lot. They understand each other. They
understand me. They have seen this personal change that I think will help
me, hopefully, be a better, more effective coach.
I encourage you to think outside your box. This is a great tool. You might
want to consider it. Kathy is a great clinician for this kind of thing, and I am
not trying to pump her for more business, but she’s really good at it. It is a
very comfortable environment. It is a little scary sometimes.

Coach Salo: Well, what’s the physiological base? If I want to maximize adaptation across the board of all muscle fiber, I better recruit the muscle fiber. If
I am going to do long, slow distances, I have to go long, slow distances long
enough to recruit all those fibers and it is going to be a fatigue factor, not a
recruitment factor, as much.
If you go full speed, you are recruiting all the muscle fibers to fire to generate
that power and speed. So, when you recruit those fibers, they are subject to
the change that you are asking them to make. That is the basic premise. Yes?
Speaker 8: Kind of along the same line, what’s differed between your time at
USC versus Nova physiologically?
Coach Salo: My experience at Nova, when I started coaching Nova and kids
were coming out of age-group into my group, they did not know anything
different than what I presented them. So, I could basically say, “We’re doing everything fast,” and it was like, “Okay, whatever, Coach.” These are 13,
14, 15-year-old kids who did not know there was a difference. They did not
know what should be or shouldn’t be. They just did what I told them to do.

Sometimes you will have to confront issues that are kind of hard. And, like
I said, I have had a couple of occasions where Kathy and I just were in my
office and we are yelling at each other. But then, we realized where we are
trying to get to and that is pretty helpful. Anything else? Yes?

In college, you got 25 men and 25 women and they come from 40 different
programs and some have high yardage, some have a sprint-type programming. And, they come at it all in very different ways. So, in college, in the
last 10 years I have tended to do a lot more- which I can’t stand, but we do
it more- ‘descending down’ because kids just, “Everything’s got to be fast?”
Like, “Yeah.”

Speaker 6: You need a shirt to play basketball and it says, “Old Cheetah.”

[Laughter]

[Laughter]

Coach Salo: If you are not going fast, you are not really training. It is like I
tell them, “Got to go fast.” If it was just about how far you go, I would be the
fastest one in the world because I am on the deck six hours a day, every day,
walking around the deck constantly. There is no way I could go a very fast
mile, but a marathon? A 100 miler? I could sure go a long time.

Coach Salo: Three of the girls on my team gave me a birthday shirt the other
day and it says, “60” on the back and it says something else on there, but 60.
I am number 60 now, so I am going to wear that at basketball.
[Laughter]
Coach Salo: Number 60. I am almost the oldest playing now. There used to
be a professor of mine that used to play. He was like 75 and he’s not there
anymore. He’s still alive. He’s just not playing.
[Laughter]

So, the analogy is right. It is not about how far you go. It is about the intensity that you put into the work. The difference has been with when I was
coaching Nova, kids did not know the difference, so I could get away with
‘everything is fast.’ And then when I got to college, I think there is just more
tendency to descend things a little bit more.
That is probably the biggest difference I think. When I was starting postgrads in Nova they I would say, “I want this fast.” And, they would be like,

ASCA NEWSLETTER | 49

“Well, what do you mean fast?” Like, “Well, fast.” “Well, unshaved fast or
shaved fast, or suited fast or…” It is like, “Cheetah. Go cheetah. Go full speed.
Full speed.” Yes?
Speaker 9: If you couldn’t coach or did not coach, what do you think you
would be doing?

them on all night the other night because like that they work. I put those in.
I put them in. I did not get shocked and when I turned the switch on, they
were on, so I left them on like all night.”
I did that. That is the hard thing about coaching. We are basing our value,
unfortunately, on some kid’s performance and that’s hard because we live
every stroke. All of you go to a meet and you are exhausted by the end of
the meet and your kid has swam three events. They cannot be that tired.

Coach Salo: Well, my first preference would be, …

Coach Salo: A rock star.

But, you have swam every stroke, every swim, every DQ, everything. Ugh,
it is exhausting. So, cabinet-maker or pop-star, , but realistically I would go
into real estate because I love real estate. I love real estate. I would sell little
houses. Yes?

[Laughter]

Speaker 9: You’re pushing them a lot it seems. Do you have a lot of injuries?

Coach Salo: I have been told that I have a pretty good karaoke voice. No, a
cabinet-maker because it is so singular. I would love to do something where
it is just all on me. This job is so frustrating because we deem value based on
some 20-year-old or 15-year-old, or 12-year-old’s performance; really? That’s
tough. But, if you could be a cabinet-maker, it is just me with my wood. I
installed lights the other day in my house.

Coach Salo: Do I have a lot of injuries? Not really, because injuries are generally due to overuse, not speed per say. So, there are occasions where you
tweak something, but I think over my career we have seen a lot less fewer
injuries.

Speaker 1: Playing basketball.

I am remodeling my house, so I installed lights the other day and I told
somebody this today. And he was exactly right. “I bet you are going to turn
on the switch on all the time because they work.” It is like, “Oh yeah. I left

I am just thinking about some of the kids I’ve had at USC that have had
injuries and they have been overuse-type injuries before they got to USC.
They brought them with them. I think that’s really more of an overuse
constant. Thanks a lot. Appreciate it.
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Should Athletes Be Allowed to
Enhance Their Genes?
So-called gene doping is banned in sports, but some
philosophers argue that it’s the way of the future

S

cientists first developed gene therapy techniques in
the 1990s, exploring ways to treat disease by modifying
malfunctioning cells. In 1997, a team at John Hopkins
University edited genes to create what the media called
“Schwarzenegger mice,” which had twice the normal
amount of muscle.
The researchers’ goal was to develop treatments for muscle-wasting conditions, including old age, but the same
technique could theoretically be used to add muscle bulk
to athletes, a concept called gene doping. Doctors could,
theoretically, inject cells with enhanced genes into the
relevant body part or use a benign virus to deliver modified cells. These superhumans could be the elite athletes
of the future — athletes who perform faster, higher, and

Nick Busca
onezero.medium.com

stronger than any “natural” human ever could.
There’s no evidence that anyone has tried this procedure
— which has never been tested — but in 2003, the World
Anti-Doping Agency (WADA) proactively banned gene
doping. The ban includes any use of polymers of nucleic
acids (DNA and RNA) or analogues, gene-editing agents
designed to alter genome sequences or gene expressions,
and normal or genetically modified cells. Like other drugs
and methodologies banned by WADA, these techniques
are prohibited because they have the potential to enhance
performance, could represent a potential health risk to the
athlete from an unproven technology, and violate the “spirit of sport.”
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But is it right to dismiss gene doping in sports so quickly? What if
gene-doping techniques were intrinsically different — and safer — compared to other doping techniques? And given the drive for perfection that
governs elite sports, is enhancing performance all but inevitable?
In a new paper entitled “Enhancing Evolution: The Transhuman Case for
Gene Doping,” British bioethicist Andy Miah explores the question from a
philosophical perspective, rather than a legal one. The first fallacy is WADA’s attempt to protect the “spirit of sport,” defined as values like ethics, fair
play, excellence in performance, and health. “One could envisage a system
of pro-doping which preserves fair play — even enhances it,” says Miah,
currently the chair in science communication and future media at the University of Salford in Manchester. “Thus, the sports world may just allow all
athletes to use whatever enhancements they wish, or even just the ones
currently prohibited by WADA.”

doping in sports per se. I am against using an emerging and uncertain
technology that could have long-term unwanted side effects—and even
short-term negative consequences—in otherwise healthy people before
that technology is proven safe.”
There is little substantial research into the safety of gene doping, but two
studies published in Nature last year found that gene editing may weaken
a person’s ability to fight off tumors. Others have expressed more profound
concerns: Academics and religious leaders have called gene editing “a new
name for eugenics” and a contravention of the Hippocratic oath, which
requires that doctors first do no harm. Miah’s approach, they argue, could
revitalize some of the dark eugenics projects of the 20th century, in which
researchers in the United States as well as Nazi Germany identified a selection of specific human traits that could be cultivated to supposedly improve the human species.

A pro-doping system would actually encourage “excellence in performance,” because it would help athletes reach levels never before seen in
competition. Even the idea that “clean” sports are good for athletes’ health
isn’t necessarily the case. “At an elite level,” Miah writes, “so many players are
injured either through incident or over-training/competing… [E]ven the
IOC [International Olympic Committee] recognized that there is a greater
prevalence of some health risks resulting from elite sports participation.”
The way anti-doping agencies conceive of health care also plays an important role. Their perspective is that of the traditional medical industry,
which believes medical interventions are justified only if a person suffers
from an illness, injury, or disease. Legitimate medical treatment can only be
a necessity, not a choice.

Marcy Darnovsky, director of the Berkeley, California–based nonprofit
Center for Genetics and Society, says she supports gene editing for
medically justified treatments “as long as it can be shown to be safe and
effective.” But as gene editing becomes more widespread, it could lead to
not just enhanced athletes, but athletes who could be designed from birth
to be fully optimized.
Darnovsky warns against the use of gene-editing techniques on embryos,
eggs, or sperm and says that enhanced humans could be disastrous for a
society where inequality is already on the rise. “There is a serious risk that
heritable genetic modification would be widely taken up by those who
could afford the cost, that their ‘upgraded’ offspring would be treated
as if they were biologically superior to other children,” she told me. “The
ensuing dynamics would exacerbate inequality and discrimination, fracture society, and increase the prevalence of admittedly eugenic concepts
and practices.”

An alternative is to view athletes through the lens of transhumanism, a
philosophical movement that regards the development of technology
not as something that should be separate from nature, but as a process
interwoven with our own biological evolution as a species. Sports are
just another area in which humans can use technology to transcend their
limitations. Gene-editing techniques would become one of the “natural”
technological and biological tools our species uses to adapt and evolve —
no different, in a way, than the modern training equipment athletes now
employ. “Humanity’s desire to evolve or transcend its biological limits —
typified by the pursuit of elite sports — provides a foundation for pursuing
radical biological interventions, such as gene doping,” Miah writes.
He argues that gene therapies could eventually be safer than the pharmaceuticals many athletes use, legally and illegally. “At the moment, we rely
heavily on synthetic products and substances and things that are less likely
to be consistent within our own individual physiology,” Miah says. “Genetics offers the possibility of allowing us to both repair but also enhance by
using elements that are already within our bodies.”
Miah’s position has its critics, including among scientists who are actually
doing work on gene therapy. Lee Sweeney, director of the Myology Institute at the University of Florida, was one of the scientists who developed
the “Schwarzenegger mice.” He draws the line at the use of gene editing for
performance enhancement.
“My interest is using the techniques to combat disease and improve the
quality of life of people, especially as they get old,” Sweeney says. “I am not
against using the same approaches that are used to treat disease for gene

Sweeney says that modifying the genes of individuals who cannot
consent — like unborn children — will be greatly debated. “Of course, if
it is a life-threatening or debilitating genetic disease, there is no debate,”
Sweeney says. “But once this door is open, as it now is, it becomes a debate
as to where the line is drawn as to what is disease — or at least genetic
handicaps — and what are enhancements that we should not attempt to
alter for someone who has no say in the matter.”
A more philosophical critique holds that human evolution is always
vulnerable, with the flourishing of the species limited by external factors
— and that’s a good thing. From this perspective, held by philosophers
like Martha Nussbaum and Erik Parens, the fragility of the human condition is crucial and central to what it is to be human, rather than something
we should disregard in a quest to transcend our biological limits. Perhaps
battling our imperfections—and achieving sporting excellence despite
them—is part of the challenge of being human.
Finally, there is the question of whether the values of elite sports really
do encourage gene doping. Pierre de Coubertin proposed the Olympic
motto “citius, altius, fortius” (“faster, higher, stronger”) in 1894, when the
French baron dreamed of bringing the ancient Olympic Games back to
life. While the motto’s simplicity captures the aspirations of the Olympics,
perhaps even de Coubertin underestimated humanity’s desire to
transcend its own physical limitations.

NICK BUSCA
Freelance sport journalist and high-performance triathlon coach
based in London. Also: personal trainer, ski instructor and Master’s of
theoretical philosophy.
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Flow – Alex Honnold –
You, “Free Soloing”
Hall of Fame Coach Don Swartz

In positive psychology, a flow state, also known colloqui-

Now to Alex Honnold…many of you have heard about

ally as being in the zone, is the mental state of operation

him…his book “Alone on the Wall” is mesmerizing. His

in which a person performing an activity is fully immersed

movie “Free Solo” will rivet you to the screen – his sub 4

in a feeling of energized focus, full involvement, and enjoy-

hour free solo ascent of 3000’ El Capital in Yosemite Valley

ment in the process of the activity. In essence, flow is char-

– yup, 3000’ of granite slab, no rope, just hands and feet.

acterized by complete absorption in what one does, and a

His comments are right in line with Csikszentmihalyi’s

resulting loss in one’s sense of space and time.

findings. “There’s all the little things you have to think

Csikszentmihalyi (often referred to as the modern day dis-

about, like left-right, which sequence you are doing, but

coverer of Flow) has this to say about people who have

there’s nothing I’m really thinking about – I’m just doing

high levels of achievement and fulfillment: “…what kept

it. I love the simplicity of soloing. You never climb better

them motivated was the quality of the experience they

when you are soloing. Doubt is the biggest danger in solo-

felt when they were involved with the activity. The feel-

ing. As soon as you hesitate you’re screwed.”…”Basically

ing didn’t come when they were relaxing, when they

when I’m soloing, normally I have like a mental armor. You

were taking drugs or alcohol, or when they were consum-

could say I’m in the zone. Something that’s protecting my

ing the expensive privileges of wealth. Rather it often in-

head from thinking too much.”

volved painful, risky, difficult activities that stretched the

And this about another part of climbing…”Had I stopped

person’s capacity and involved an element of novelty and

to think about it, I might have been nervous, or anxious

discovery”

that I was on the least secure part of the route. But that’s

FLOW was a term his subjects kept using. When every-

why I didn’t stop – I’d done all my thinking over the last

thing was going right, the work was effortless, fluid and

six weeks as I worked on the route. I was fully prepared

automatic – flowy. He defined the state as “being so in-

and knew exactly what to do. This wasn’t the time for ap-

volved in an activity that nothing else seems to matter.

prehension. It was the time for execution. I’ve always felt

The ego falls away. Time flies. Every action, movement and

slabs require a certain amount of momentum, for lack of

thought follows inevitably from the previous one.”

a better word. Soloing slabs is similar to skiing or moun-

A couple of other significant items…in flow you do not

tain biking. Once you get started, you just have to see it

judge yourself and you stay very present – engaged in the

through to the end. You can’t stop and think about your

immediate task in front of you. In swimming, while you

position. Any hesitation could lead to disaster.”

are aware of your goal, you are focused on the doing, not

In Alex’s world a mistake leads directly to death. In swim-

the end result. Flow is totally process oriented versus the

ming a mistake leads to a slower time, a missed cut. In

usual result orientation our sport is famous for…did you

our sport it is critical to stay in the moment and be non-

get your cut, make the team, add or subtract time? You

judgmental. Doubt has the same effect for swimmers as

hear that constantly on the pool deck. Coaches are famous

Alex…in his words, “you’re screwed”.

for saying a swim is a good one if it is fast…that only adds

Have fun; go for it…train your buns off then “free solo”

to the prejudice on results vs process.

your event!
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PENTAIR DECK EQUIPMENT

PUT NEXT-LEVEL ACHIEVEMENT

WITHIN REACH.

Whether your facility serves competitive swim teams, typical students or groups
with special needs, choose Pentair deck equipment for quality, performance,
safety and comfort.
We can save you time and money because we have exactly what you need for an
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rails, ADA-compliant access lifts and much more.
Visit Pentair.com today to see our complete range of deck equipment.

PARAGON TRACK
START PLUS+

PARAGON
ALL TERRAIN GRIFF'S
GUARD STATION®

RAILS, LADDERS &
SAFETY WEDGES

AQUATRAM® SWIMMING
POOL ACCESS LIFTS

PARAFLYTE DIVING
TOWERS

PENTAIR.COM
888.534.7946

©2019 Pentair Water Pool and Spa, Inc. All Rights Reserved.

58 | ASCA NEWSLETTER

ASCA NEWSLETTER | 58

