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Introduction:
The topic of this year’s ASCA Fellows Project is Club Voice. It was a
great honor to interview five coaches who, combined have over 160
years of coaching experience and have coached numerous Olympic Gold
Medalists, NCAA Champions, National Team Members, National Junior
Team Members, and Olympic Trials Finalists. On most topics, there were
common perspectives amongst them. In a few instances, there were
outlying sentiments. The coaches speak to the topics of USA Swimming’s
Influence, the influence of LSC’s, their greatest disappointments and
joys in the sport, and their vision for education in the sport.
The role of club swimming in the United States, which in most
instances encompasses the first 5-13 years of a swimmer’s athletic
career, lays the ground work for the psychological and physiological
patterning which will either set her up for a successful collegiate and
post graduate career, or which will limit her future success. Assuming,
as club coaches, our aim is to ensure the greatest possible actualization
of potential for each of our swimmers, how do we go about this? In what
ways can our governing bodies help or hurt the effort? The aim of this
paper is to share the views of five great achievers in our profession and to
provoke thought which will lead to future positive change in our sport.

Question 1: What can USA Swimming
do to help club swimming?
The majority of responses to the first question focused on the
educational role USA swimming plays with clubs. Coaches spoke about
the resources available to qualifying clubs such as the Coaching Masters
program that Ed Spencer is involved with, and the clinics for elite level
coaches of National Team members held in Colorado Springs. One
coach desired to see more specific research conducted and dispersed
by USA swimming, and one spoke to the organizational influence
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USA swimming has on meets,
funding, and event selection.
Steve Morsilli: I’m kind of
fortunate right now because USA
Swimming does send some people
like Ed Spencer out every now and
then to advise our club through
the mentorship program because
of our Club Excellence scores. I
feel I can call USA Swimming
anytime. If I have questions that
I need an answer to, if I need help
whether it’s nutrition, or medical,
or advice on a national entry I
know enough people up there I
can call at any point in time.
Tony Batis: In my mind there’s
a consistent stream of information
out there and I think you have to be
resourceful in being willing to go
out and search for the information,
being willing to go through the
USA swimming website, being
able to call. If you are resourceful
they tend to put out articles that
are great reference tools to use
as a coach. The negative is they
typically supply it to the top end
of the food chain so of speak and
there’s not much trickle down,s
so if you’re a new coach you have
some resources but not as many
as a coach who’s been in it for a
lot of years or maybe who’s had
the great fortune of having some
kids go to higher levels where they
tab you as someone who should
receive some of that information.

Paul Stafford: I’ve been
fortunate to have been the recipient
of quite a bit of support from
USA Swimming. With the club
excellence program, every year
we’ve received some grant money
that’s allowed us to purchase
some items and implement some
things in the program that we
otherwise wouldn’t have been
able to implement. I’ve also spent
some time at Colorado Springs at
the coaches’ seminars and some
of the other seminars offered by
USA swimming. We’ve also had
some club visits. I think when
Ed Spencer and those guys go
out to the clubs and spend a few
days with the clubs, that’s one of
the most valuable programs they
have because you get an outsider
that gives you honest feedback
about what you’re doing right
and what you’re doing wrong
and for us that’s been huge. That
program is probably one of the
best programs USA Swimming
has. The other function of USA
Swimming as a leader in our sport
is to provide those upper level
incentives for our kids to continue
to get better through the national
team and junior team programs.
David Marsh: I think there are
two tracks to what USA swimming
can do. They can give us stats;
numbers, measures, information
from some of the top swimmers
not just in the United States, but

“The human voice is the organ
of the soul.”
— Henry Wadsworth Longfellow

Interviewees:
David Marsh is the CEO/
Head Elite Coach of Swim
MAC in North Carolina. He
is an ASCA Level 5 coach.
He coached Auburn to 12
NCAA championships,
has coached 22 Olympians
and serves on the board of
ASCA and Championship
Performance. He has been
coaching for over 30 years.
Bob Gillett is the CEO/ Head
Coach of Golden West swim
club in Southern California
Swimming. He is an ASCA
Level 5 coach and former coach
of 2000 Olympic Gold Medalist
Misty Hyman. He has been
coaching for over 40 years.
Tony Batis is Head Coach
of Palo Alto Swim Club in
Pacific Swimming. He is
an ASCA Level 5 coach.
He currently coaches US
National team member
Jasmine Tosky. He has been
coaching for over 20 years.
Steve Morsilli is Head Coach
of Pleasanton Seahawks in
Pacific Swimming. He is an
ASCA Level 5 coach. He has
coached several Olympic Trial
qualifiers and National Junior
Team Members. He has been
coaching for over 40 years.
Paul Stafford is Head Coach
of Terrapins Swim Team in
Pacific Swimming. He was
a developmental coach for
Natalie Coughlin. He was
USA Swimming’s age group
coach of the year in 1999.
He currently coaches several
members of the National
Junior Team. He has been
coaching for over 30 years.
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also in the world, that we can use
to help our swimmers get better.
They can mine information from
the highest level. That would be the
first track. Look out there at what
the world’s best are doing. The
second track would be what retains
people in our sport? This would be
more along the line of materials
programming. How does it work
differently for boys and girls? USA
swimming can get deep into the
facts of discovering statistical
evidence about the developmental
period of the sport and release the
information in forms that coaches
can absorb with our busy lives. 30
minute chunks of information that
we can immediately apply to what
we’re doing. The worst thing a 9-11
year old early developing boy could
do would be to rely too much on
his strength and size and miss the
technical component of the sport.
There’s a 70% greater potential
through focusing on technique
than through trying to push them
to go fast when they’re young. This
takes some patience on the coach’s
part and patience on the parents’
part. I work with some great
swimmers right now and almost
all of them were late bloomers and
I think that made them have good
technique and also kept them a
little fresher in the sport. USA
Swimming can help developmental
coaches with more information and
hard facts about the developmental
stages of each gender and their long
range effect. I think the aerobic
base can be built while focusing
on developing technical skill in
a Dave Salo like manner where
swimmers break down portions of
the strokes. I think we have to be
careful about how we talk about
aerobic base because there are lots
of ways to develop aerobic base.
Bob Gillett: USA Swimming
could create age group competitions
that are more interesting and

4
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“The best way to find your self
is to lose yourself in the service
to others.”
			

— Mohandas Gandhi

shorter in length. It could
restructure how officials work. In
CA you can’t be an official unless
you’re 21. Why? Relax on the
officiating, follow other age group
sports where are there are only one
or two officials at competitions.
Have more meets of shorter
duration. USA Swimming takes
money and gives it to the elite kids
and they haven’t thrown a bone
to local swimming associations.
USA Swimming could take some
of the money they’re getting from
advertising and host an AllAmerican trip, an All-Star meet
like the McDonald’s All-American
basketball game. They could take
a big group off of Jr’s every year,
12 guys and 12 girls and take
them somewhere and use this as a
motivational tool for coaches. USA
swimming needs to be national
in scope, eclectic in philosophy, to
help everyone succeed, even the
minority view. Our top officials
don’t want Jr’s but most coaches
do. USA Swimming needs to
listen to the coaches, let them
try out their ideas. Why don’t we
have 50’s in Nationals? It would
definitely bring more athletes and
spectators into our sport. Are
we including or restricting?

questions come to mind. First, is
USA Swimming’s main benefit to
clubs one of an educational nature,
almost like a swimming think
tank, which disseminates pertinent
information to its member teams?
Secondly is there a disparity
between the information available
from USA swimming to already
proven coaches in comparison to
relatively new coaches or perhaps
to coaches of smaller teams who
have a smaller talent pool and
therefore less chance of placing
someone on the National team?
Finally, can USA Swimming make
changes organizationally which
would add excitement to our
sport and increase motivation for
those swimmers who are not yet
on the National Team Level?

In reflecting upon the responses
of these great coaches, three

Question 2: What is
the role of LSC’s? Do
you think they help or
hurt club swimming?
There were a wide range of
responses for question two,
some of which addressed meet
size and some the attitude of
volunteers within the LSC. Some
of the commonalities amongst
interviewees seemed to suggest
that LSC’s and Zones can at times
be self serving and short sighted

at the expense of high level
swimming and at the expense
of giving support to coaches and
athletes. Fiscal decision making
was also called into question.
One coach argued for more funds
being used on educational clinics
for age group swimming, while
another coach, wanted more
support for Senior Swimming. One
coach believes we no longer need
LSC’s, another coach would like
support in securing facilities.
Steve Morsilli: I can only
speak for Pacific Swimming. I
believe it has become less and
less interested in supporting
the coaches and more and more
interested in going the way that
the lay people want it to go, lay
people being the majority of the
board of directors. It is our fault as
coaches because not enough of us
are involved in the meetings. It is
my opinion that Pacific Swimming
is wildly over officiated. We face
some officiating issues here that
I don’t face anywhere else in the
United States or internationally
when I travel. The people who are
running the LSC get the idea that
the money in the bank is theirs
and they should use it for their
purposes. They forget that it was
collected from the swimmers and
the parents and it should go back

through. Specifically regarding
senior swimming and Age group
swimming, Pacific Swimming
tends to throw a lot more money
at the Age Group program than
they do at the Senior Program. For
instance, a Western Zone Team or
an NACC team (North American
Challenge Cup), they get suits, they
get shirts, their meals are paid for,
the hotels are paid for, and they
co-pay 30%, which is wonderful.
When my kids go to Sr’s or Jr’s or
Olympic Trials, they have to co-pay
far more than 30%. I do believe
LSC’s are necessary. I don’t think
USA Swimming can manage it at
that level; there are just too many
different subdivisions too many
different questions that need to
be answered. Unfortunately the
more you break up the LSC’s the
more lay people you’re going to
get involved. One simple thing to
improve LSC’s is there should be
more of an attitude of what can I do
to help rather than, these are the
rules, this is what we’ve decided,
this is what we’re going to do.

coach in for a 10&un camp or some
sort of All-Star camp where those
kids can hear some of the voices
of people who are getting the job
done, not just in Pacific Swimming
but around the country. I would
like to see more meets of shorter
duration. I think the notion is we
have these CBA+ meets which are
fundraisers for clubs in their Zones.
I think in premise we should create
meets the LSC supports that allows
inner Zone meets that allow AA
or JO meets that the club doesn’t
have to worry about getting 800
swimmers to make a profit. It
can be a 200 person meet and the
LSC could send a 1000 or 1500 to
the bottom line so the club could
make a profit and the meet could
be set up so more kids could make
finals and get more races in. We
could use the reserves of our LSC
to impact more kids rather than
using it to send our best 80 kids to
NACC (North American Challenge
Cup) or Western Zones, I think
that’s great, but give them more
steps that lead up to that process.

Tony Batis: I think the
problem we have with Pacific
Swimming is there’s not enough
done to pull in education resources
from out of the area. If there is
a great age group coach in the
country, we should be flying that

Paul Stafford: I think we’re
moving in the right direction in
Pacific Swimming. I think the main
function is to support the base. I
think one thing that individual
small clubs could use help in is
securing facilities, contracts. We’ve
got a battle out there right now
with water polo taking up facilities
and time in facilities. I don’t know
if there’s a way for our governing
bodies to assist clubs making sure
they’re stable in their facilities
and stable in their programs. That
would be one thing I’d like to see.

“Some of my greatest pleasures
have comes from finding ways
to overcome obstacles.”
			

— John Wooden

David Marsh: When talking
about LSC’s it’s almost like you
have to talk about the Zones
first. They have become a political
mechanism where conversations
aren’t necessarily about how to
produce Olympians; they’re about
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how to put on a good Zone meet.
Begin with the end in mind, how
can we create Sr National level and
beyond performances in our LSC’s
and work backward from there?
Fortunately in the United States
we have a college system where a
kid who may not have been that
top age group kid but is a pretty
good swimmer can get hooked
into a good college team and keep
getting better through the college
window of time and some of the
late bloomers have an advantage
when they’re older because they’re
fresh. We need to encourage this
kind of growth not putting so much
emphasis on who’s on the top ten
age group times but more on how
we can develop these swimmers
who are going to be great when
they’re in college and beyond.
Bob Gillett: Get rid of LSC’s.
Members at large can organize
the sport. Teams can have
conferences. LSC’s were important
in the past to come up with a meet
schedule but now we can do all
that through online conferences.
I asked a reporter once why our
sport wasn’t getting the same kind
of attention as other sports and
he told me, there is no parity in
your sport. Right now you have
2,000 person teams like Swim
Atlanta or Curl Burke who are
competing against teams that have
180 kids. There’s no parity. I’d
like to see teams coming together
in geographical areas under the
same umbrella, but continuing to
work out of their own sites. There
could be a certain agreed upon
size category and teams would be
evenly matched. Then you could
have meets where points were
kept that were exciting and meant
something to the participants.
Do we need LSC’s? Most
interviewees seem to think so, one
does not. If LSC’s were functioning
at an optimal level, what would
6
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that look like? One thing is clear
amongst the coaches interviewed,
there is a call for LSC and Zone
leadership which is receptive to
coaches input, welcoming, and
begins with the end in mind. Does
this mean more coaches need to get
involved in their Local Swimming
Committee boards? What effect
does this extra time commitment
have on swim coaches’ already busy
schedules? How can we organize
within large LSC’s such as Pacific
Swimming to provide the most
frequent and most convenient
opportunities for racing success?
These are the main questions
that emerge after hearing from
the interviewees. Coach Marsh
implores us to ask the question,
“How can we create Sr. National
and above performances in our
LSC?” And work backward from
there. What would need to change
if creating Sr. National and above
performances was the central
motivation behind the actions of
our Local Swimming Committees?

Question 3: What’s
been the greatest
disappointment for
you in the sport?
Conversely, what’s
been your greatest
joy?
When speaking to their
greatest disappointments, two
of the coaches mentioned a
concern for the coaching lifestyle
becoming unbalanced and possibly
harmful to family life. One coach
expressed his disappointment at a
perceived lack of support from USA
Swimming. When discussing their
greatest joys, most coaches revealed
a love of children and a desire to
contribute to their healthy growth.
It is important to note that the
interview with David Marsh was

cut short before he had time to
speak specifically to the topic of
his greatest joy in swimming.
Steve Morsilli: I’ve always
said I don’t care what level I’m
working with, I just loved working
with kids, that’s why I coach. I
was not going to pick up my family
and move for a job. I think that’s
a problem in this sport. My goal
was always to be able to coach
and not impact my family. I saw
too many of my friends take a job
across the country and then that
job didn’t work and the kids are out
of school, that’s just brutal. That’s
not a good part of our profession.
Unfortunately it’s necessary for
a lot of people. I’ve always had
another job or two other jobs so
I’ve always been able to say, you
know what, if I lose my job and I’m
in a backyard pool and I’ve got ten
kids, I’m ok. I stay in it because
of the kids, because it’s fun. It’s
fun to help kids grow up. It keeps
me young. It keeps us all young
because we’re in tune with these
guys and they’re always changing.
Tony Batis: Am I ever drawn to
be pulled away from the deck? Like
with any coach there are always
days you’re stressed, you doubt, all
those things, but I think if you have
a firm basis and a firm comfort in
who you are and what you bring to
the table and you have a plan for
yourself, both you and your family
financially that allows you to coach
the way you want to coach, you’re
not chasing the penny but you’re
coaching, then I can do this, I can
quit tomorrow, I can quit twenty
years from now, but it’s not because
I have to, it’s because I’m ready to
move on to another phase of my
life. I think the most interesting
part of coaching is that everything
you do in life can be encapsulated
in what you do in the pool and in
and around the pool deck; growth,
maturity, discipline, learning to

make friends, learning to travel,
learning to do so many things that
are invaluable in later life. My job
as a coach beyond the x’s and o’s is
to give the kids as much education
as possible so that when they leave
my pool, they feel like they’re ready
for whatever’s out there. That’s
what draws me back to the pool
each day. It’s not the sets, but the
notion of what I’m doing to kind
of create an athlete who has both
the inter-personal skills and the
confidence to handle anything
that life has to throw at them. I
also think I haven’t unraveled
the mystery that is how do you
make the kid the fastest you can.
Every day there’s something new
I can learn. When I feel there’s
nothing left for me to learn, then
I think it’s time to move on.
Paul Stafford: I have a passion
for the sport, I always have. I came
from age group coaching, it’s only
been the last five years I’ve been
a senior coach. I really enjoyed
working with the developmental
levels of the sport. To me, watching
a kid develop and improve is
probably more enjoyable than
dealing with just the great ones, the
seniors who will be up and down.
I love children. I’ve always been a
believer in community parenting
and that’s how I approach it, maybe
‘cause I’m old now and have kids
who are older than these kids. I
really believe there is a parenting
aspect to coaching that we’re
teaching them a lot more than
just swimming and training them.
What I don’t love, I don’t love
probably because I’m not good at
it; the political side, dealing with
cities and municipalities, dealing
with short minded parents that are
looking for results right now and
don’t listen to what you’re trying to
provide them or don’t buy into it.
‘Cause this society now is all what
have you done for me lately, what

am I getting right now. I think its
way more important to look at the
process instead of looking at the
results. I love the camaraderie of
other coaches. Coaches are for the
most part an outstanding group
of people and the other side of it is
we work with a pretty outstanding
group of young people. I say a
prayer every morning, ‘please give
me the right things to say, please
let me be an instrument of good
for these kids.’ I regularly say
that prayer on the way to meets
and on the way to workouts.
David Marsh: I’ve had so many
great experiences in the sport; it’s
hard to think of a disappointment.
The nature of this job tends to
consume our passion. That’s one of
the reasons I left Auburn because
in the chase to win the next
National Championship, I found
I was having a hard time being a
good father and a good husband
sometimes. I would look at my
day and see I could’ve done a much
better job in those areas of my life
and still I hadn’t done everything I
could’ve done as a coach. Coming to
Swim Mac has been an opportunity
for me to improve the balance in
my life, to be a better father and
husband. I think about some of
the coaches I have working for
me and because of the nature of
our work that it’s after school
programming, some of them are
on deck from four to nine pm and
that doesn’t leave much time for
a social life. It’s a big problem in
our sport and it’s something to
think about. On our team we’ve
started offering some practices in
the mornings just to be able to fit
everyone in at a reasonable hour.
I also think it’s hard to establish
balance when you’re a young coach
moving up the coaching ladder and
you want to do whatever it takes
to be the best coach you can be.
You know, right now, I’m talking

to you while I drive my kids home
from practice and I’m gonna have
just enough time to change my
shirt before our coaches meeting
and get back in the car. I haven’t
said a word to my kids this whole
time because I’m on the phone.
It’s tough to balance sometimes.
Bob Gillett: I feel
disappointment that USA
Swimming hasn’t provided
an environment of allowing
creativity for programs that are
a motivational fit for modern
society. My greatest joy was
that coaching has given me the
opportunity to achieve, to develop
my skills with creative freedom.
Question three is a very personal
question and it was a great privilege
to receive candid responses from
these experienced coaches on the
topics of disappointment and joy
in this profession. Coach Morsilli
and Coach Marsh bring up similar
concerns about the impact of
the swim coaching profession on
personal life and families. Do the
time demands and irregular hours
that are a part of most coaching
jobs create an unhealthy family
environment for coaches? What
are some tactics coaches can use
to create balance in their lives?
Coach Morsilli, Coach Batis and
Coach Stafford all mentioned
enjoying the aspect of helping kids
grow not only in their swimming,
but also in character. As swim
coaches, is there enough training
and education that goes beyond
the x’s and o’s of the sport? Do we
have the inter-personal training
necessary to deal with hundreds
of children and parents who each
have their own communication
style and cultural lens? If this
area of our skill set needs to
be built up, is the onus on the
coach, or should there be more
support from USA Swimming
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and ASCA on the “life-coaching”
aspects of swim coaching?

Question four, topic
of interest: What
educational advice
would you give to
a young coach?
This paper will only cover the
responses from Coach Morsilli,
Coach Batis and Coach Stafford
on the topic of education as my
interviews with Coach Marsh
and Coach Gillett were cut short
before this question was asked.
Our coaches seemed to think
the best way of learning was by
engaging in conversation with
other coaches at meets and at
clinics. Coach Morsilli is of the
opinion that a “Swim Coaching”
Master’s degree would do more
harm than good because it would
not necessarily add to the expertise
of the coaches, but may lock good
coaches out of the profession.
Steve Morsilli: ASCA
certification levels are a great
starting point. Young coaches
need to take advantage of clinics.
The DVD’s USA Swimming
makes available are great. All
the commercial DVD’s are great.
There’s so much info out there, you
almost have to avoid getting an
education. Frankly, I don’t think
a Master’s degree would add more
power to the voice of club coaches.
I don’t think it’s formal education.
I think that would lock people out.
I don’t know what that’s going to
help unless you can get a Master’s
for being on deck forty years. I’ve
learned a lot from visiting clubs,
Mission Viejo, Dave Salo, Sean
Hutchinson, and North Baltimore.
It’s part of our Silver Medal grant
application for this year. Those
are my clinics. We got a lot out of
Ed Spencer coming out. I think it
8
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would be incredibly valuable for
USA Swimming and or ASCA to
set up some type of club program
where you take a coach and say,
‘coach would you like to go over
and visit this club for a week and
just observe, ask questions, see
what’s going on?’ I don’t think
entry level coaches need that, but
maybe those who have been doing
it for over ten years and are going
to stick around. There would be a
lot of logistics involved and I don’t
know if the LSC pays for that or
USA swimming or ASCA, but I
think it would be very valuable.
Tony Batis: The best
educational opportunity is to find
a coach on the pool deck sometime
and spend an hour with that coach.
Just bouncing ideas off another
coach has given me some of the
best clarity and growth I’ve gotten
in the sport. I think you have a
responsibility to yourself to go out
and seek the people you think are
doing a good job and chew in their
ear. Our LSC should create forums
where that can happen. If you
have a coaches’ clinic there should
be an open forum of the top age
group coaches where it’s a panel
of the top coaches and questions
are bounced back and forth for
an hour, two hours. Just let the
questions flow. Same thing with
senior coaches. More exchange.
Paul Stafford: There are a
lot of resources on line now. If
you want to find something out,
you can find it. The other thing
is those guys at USA Swimming,
they make pretty good money and
they’re available and they’re willing
to talk to coaches. I regularly call
Russell Mark about my athletes,
and say this is what I’m finding, is
it unique or not? Clinics are great,
but just sitting down with coaches
is something we could do a lot
more of in our LSC. I learn more
going out to lunch with a group of

coaches than I do sitting through
those talks. I started listening
to those online seminars USA
Swimming has; those are great.
Is the swim coaching profession
a guild type profession where
the trade is learned mainly from
an experiential rather than a
classroom model? If so, can the
communication that often takes
place informally between coaches
be facilitated to create greater
exchange of ideas? Coach Morsilli
suggests more organization in
the mentoring model, with help
from USA Swimming, ASCA and/
or LSCs. The responses from
these three coaches indicate
that they would be amenable to
hosting visiting coaches, or to
spending time in conversation
with coaches who desire to learn
from them. What would happen
in USA Swimming if there was
more exchange between coaches?

Conclusion:
Where do we
go from here?
After completing these
interviews I am left with a feeling
of deep respect for the coaching
profession and for the coaches I was
fortunate enough to speak with.
The fact that five high achievers
in this sport so graciously granted
me the time to conduct these
interviews is a reflection upon
the serving nature of this work.
When discussing USA
Swimming, most of the coaches
commented on the educational
opportunities our governing body
provides. It is obvious that USA
Swimming has statistics, video,
online seminars, and resources
for those who qualify. Is this
the extent of USA Swimming’s
responsibility to its constituents?
The majority of swim clubs in the

United States have less than 100
swimmers and have no Junior or
Senior National Qualifiers, yet
most of the positive programs
mentioned in these interviews
are geared toward high achievers
in the Club Excellence program,
which is weighted toward larger,
more well-established teams. Is
USA Swimming operating with
a trickle down mentality, and if
so, is it helping small teams reach
their full potential? Perhaps if
smaller clubs or less experienced
coaches do not have access to some
of the information and resources
dispersed by USA Swimming, USA
Swimming can find ways to help
facilitate exchange between clubs
so that young coaches can gain
knowledge and expertise from
more experienced coaches who
have a higher degree of interdependency with USA Swimming.
While the role of USA
Swimming with regards to club
swimming, seems to primarily be
one of education and support of
clubs, the role of LSCs is viewed
more controversially by the
coaches I interviewed. First and
foremost, there seems to be a
need for humility to be expressed
by people in positions of power
in LSCs. There also seems to be
a call for flexibility, and a change
in perspective, as Coach Marsh
implores LSCs and Zones to “think
with the end in mind.” What kind
of experiences do young developing
swimmers remember? Is it more
important to follow along with
the timeline of a Zone Meet, or to
add five minutes to the schedule in
order to allow hundreds of young
swimmers to watch a Nick Thoman
100 back for time? From listening
to these coaches, I would argue
that in many cases, LSC’s have
become self-serving entities rather
than child-serving/sport-serving

entities. How can this be changed?
The first step is developing an
awareness of the problem, and
even more importantly, developing
an awareness of what we would
like to have happen. The goal is
excitement and enthusiasm for the
kids, exposure to great swimming,
the development of great technique,
and a freshness and zest for the
sport which will stay with them
throughout their career. Sadly, it
seems many Zones and LSCs are
not thinking along these lines,
and our young people are paying a
price for it. What would it be like
if National Team members, who
are ultimately being paid by the
fees of USA Swimming members,
made semi-annual appearances at
local meets and swam exhibition
races? The effects of the visual
and energetic stimulus from
this would feed most swimmers’
spirits for years afterward and
the effort cost to the National
Team member would be minimal,
and may even be inspirational.
While questions about
USA Swimming and LSC’s are
mainly organizational in nature,
the question of one’s greatest
disappointment and greatest joy
brings one to a root level awareness
of some of the strongest values
of our sport. Is this work we do
a profession, or a calling? If it is a
profession, are we single minded
in our pursuit of “success” at the
expense of our families, the long
term health of the children we
work with, and the lives of our
co-workers? Are professionals and
lay people alike too connected to
this work as a means of promoting
self-worth, to see the many ways
we can improve the club situation?
If we see our work as a calling,
does this mean we are secure and
vulnerable enough to look for ways
to improve? From the responses

of interviewees, I stipulate that for
most great coaches, swim coaching
is a calling, and with a calling, there
is a high level of responsibility
one must take to stay connected
to the spirit of the work. What is
the spirit of our work? According
to our coaches, the spirit of our
work is to, “help kids grow up,”
(Morsilli) “give the kids as much
education as possible,” (Batis) and
to “be an instrument of good for
the kids,” (Stafford). Ultimately
as coaches, our responsibility goes
beyond teaching them to swim
fast, and enters into teaching them
to live well. As Coach Stafford
says, “I’ve always been a believer
in community parenting.”
Both parenting and coaching
are roles which require the
industriousness necessary for
constant education. All three
of the coaches who responded
to the question of how to best
educate coaches mentioned the
primary means as being exchange
with other coaches. The artisan
like quality of swim coaching
lends itself to learning through
experience and exchange like many
of the trades. Although there is a
great deal of education required for
mastery, and the learning is never
complete, all three coaches seemed
to gain their greatest insights from
conversations with other coaches
about swimming-specific topics.
Perhaps the club voice although
sometimes unheard by greater
governing bodies is quite strong
after all. It can be heard in burrito
shops between trials and finals of
Junior Olympics, under pop ups
shared by two different teams, and
on the pool deck after a great race.
This ASCA Fellows Project has
been a great experience. Thank
you ASCA for the opportunity. •
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Getting the Club
Job You Want and
Succeeding at It
By Guy Edson
ASCA WOrld Clinic 2010

Good morning, welcome. Last
year I did a talk on turns, there
were 300 people in the room. Is
it something I said? I’d like to
introduce myself; my name is Guy
Edson and I work for the American
Swimming Coaches Association,
I’d like to present myself with a
speaker gift; self, here’s a gift;
thank you. Here’s the most
important thing I want you to
know about me in regards to this
talk: I answer the phone dozens of
times a day and most of the calls
are from the people you work for.
Okay, not from you, although you’re
welcome to call, but I get calls from
employers that some are looking
for coaches, some are unfortunately
asking me how to fire their coach, I
say “Well that’s not really a part of
my job description and I don’t really
want to help you fire your coach, I’d
rather help you keep your coach.”
But that’s what I want you to know
about me, I’ve been running ASCA’s
Job Service for about 22 years and
over that time I’ve picked up a few
things listening to employers and
listening to coaches and just doing
independent study on this whole
idea of how you find a job, how you
keep it and how you succeed at it.
So that’s what we’re going to talk
about, because we’re small, please
raise your hand, ask a question
and I’ll be more than glad to try
to answer it. The title is pretty
14

interesting; actually John gave
me the title and I kind of picked
the words apart, how to find the
club job you want and succeeding
at it, that’s really three different
topics, the last part succeeding at
it could be a full day course, but,
so we’ll try to cram that into about
a half hour. So three parts, how
to find a job and how to find a job
you want, okay not just a job that’s
out there, but the job you truly
want, that’s very, very important
and we’ll spend a little bit of time
on that and then succeeding at
it, and I’m going to change the
order a little bit, I want to talk
about the club job that you want.
First rule, no begging, and in
today’s economy we have a lot of
that going on, we have employers
begging for coaches and we have
coaches begging for jobs, and
what happens when you have two
beggars? You make all sorts of
compromises, you hear things that
don’t set quite right with you but
“ah it’s okay, we’ll let it go, we’ll
deal with it later.” And then that
later comes up sooner than later,
and it happens on both sides. This
process of finding the job you want
that matches you with the proper
employer is very, very important,
it’s not something that we want to
skip through in a hurry because we
need employment. I understand
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the importance of having a job
and having income and so on. But
coaching is usually not the kind
of profession where you can just
go across town and get a new job,
it usually involves what, moving
across the country, there’s a lot at
stake, so it’s important to be picky.
And by the way I tell the same
thing to employers, I tell employers
“Don’t be in a hurry to” everyone
says “We got to have a coach on the
deck by September one,” no you
don’t, you don’t want to hire the
wrong person. And what I say to
you is you don’t want to be in the
wrong job, so that’s the first rule.
It’s important for you to spend
some time thinking about the kind
of job you want, working for a board
is very different than working for
a city or working for a coach, there
are advantages and disadvantages
to each of those. Working for a
board takes a special attitude on
the part of the coach; there is a
phrase or a process that I talk about
that sits pretty uncomfortably with
coaches when I first talk about it:
it’s called servant-partner-leader.
And with most board-run jobs,
you begin as a servant of the board
and that’s a phrase we’re not often
too comfortable with. I’m going
to come back and address that in a
little bit, but those are three things
to look at: you see a job posted in

Job Service, or you hear about a job,
understand who the employer is
and what the consequences are for
working with that type of employer.
Next thing is what’s your career
plan? Is apprenticeship important
to you? I have a lot of young
coaches who call me up, they want
to be head coaches right out of the
box, and I try to discourage them
from doing that, actually I try to
send them to programs like Swim
Mac or Mission Viejo or I think
one of the best places for a young
coach to be is with a big program,
so that you can learn from the
other coaches that are there.
There’s nothing wrong with having
mentors and being an apprentice.
I was an assistant coach for seven
years before I became a head coach,
and when I look back in time, those
are my formative years of coaching
and very, very important to my
future career. Is there anything
wrong with being an assistant
coach, or let’s call it head age group
coach, or even a head coach of the
developmental program versus
being the head coach? Well no, it
depends on you, it depends on what
you want to do and it depends on
where that fits in your career plan.
We have too many head coaches
who in my opinion haven’t put
in enough time working with
their novice kids, and don’t really
understand what’s going on down
there. And then we have other
head coaches who really are experts
at coaching novice kids but don’t
touch them. You know that’s
another issue but something to
think about. Do you want to work
for a big club or a small club? And
if it’s a small club, you want to look
at what their resources are. In USA
swimming we have 2800 clubs
approximately, and nearly half of
those clubs are fifty swimmers or
less. And when you look at coach
turnaround it’s greatest with those

be a career age group coach if
that’s where your interest lies.

small clubs and part of the reason
is that hiring coaches is, if they’re
able to hire a fulltime coach, it’s
minimal and the pay is very, very
low. Is there anything wrong with
working with a small club? No,
not if that’s part of your career
plan. One thing I can promise you
about working with a small club is
often times, the amount of contact
that you have with your parents
tends to be greater than it is with a
larger club as they tend to be more
involved in the day to day running
of the organization and the reason
is probably because they’ve never
had a coach who put in the time
to be involved in the day to day.
Working with a small club can be
more difficult than working with
a large club in some respects.
Okay, my recommendation is
that it’s better to be an assistant
coach in a larger club than it is to be
a head coach of a small club when
you’re first getting started. Okay,
you have protections built in for
you, you can learn from your head
coaches and other staff. When I
say protections, I’m thinking about
myself, I’m thinking about the
number of times I probably could
have been fired when I worked for
a John as an age group coach back
in the ‘70s. So that protection was
helpful and Tim stop smiling back
there, Tim was part of our staff as
well. Are you interesting in elite
level swimming or something less?
And that may seem like a strange
question but not really. I like to
consider myself a career age group
coach, I love coaching age group
kids and I don’t really feel the need
to have to work with senior elite
swimmers. Sometimes I think
coaches feel that pressure that you
have to move in that direction;
no you don’t. Okay what do you
want to do, what’s your love and
what’s your passion? Yes, you can

And then finally what are your
lifestyle desires? I know when
you’re younger you tend maybe
not to care so much about that
‘cause you just want to get the job,
but as you get older, it becomes
increasingly more important.
Okay do you have a significant
other, or you’re married, do you
have children and so on and so
forth, those things are often times
responsible for driving a coach
out of coaching to find the “real
job” with a real a salary and real
benefits and all those other real
things we talk about. And it’s too
bad because we have some very,
very talented and good coaches that
would love to stay in coaching, so
you have to look at your lifestyle
when you’re considering a job.
What salary do you need and can
this club support that salary?
Before I was married and mobile,
just about every job I took was for
less money than the previous job, it
sounds crazy right? And the thing
is when I did that, I knew there
was a future, I didn’t mind taking
a cut in salary because I saw the
potential there, but the risk was
low, that was my lifestyle. Then
you’re married, you have children
and mortgage, car payments,
you’re trying to save for the child’s
college education, life changes, not
willing to take a job for less salary
anymore, okay not willing to make
that kind of lifestyle change.
So that’s looking at it financially,
do you want to live in a big city
or a little city? Is that important
to you? Do you want to live in the
northeast, south or west, is that
important to you? Okay when
sometimes coaches call and they
tell me they’re looking for a job
and, you know I ask them “Are you
married, are you mobile, do you

ASCA Newsletter I 2012 Edition Issue 01

15

care what part of the country you
live in?” There’s always a pause
on the phone, like “What kind of
question is that?” No really, do
you care? ‘Cause those are things
to think about, and oftentimes we
don’t and then we end up in a part
of the world that maybe we rather
we were somewhere else. Okay,
part two, how to find. ASCAs Job
Service is out there, have any of you
looked at our web page, I hope it’s
helpful for you; it’s wide open to
the world which is a selling point
to employers by the way. There was
a time when you had to pay to be
part of that site, there was a time
when you had to be a member to
get to that site, but it’s wide open
and that’s there really to improve
the attractiveness to the employers.
I wrote down here “read the ad”
and I’m going to just sort of leave
that there and let you think about
it for a second. I want to come
back and talk about it a little bit
later. Reading between the lines
is a little bit different than the
first one but what are they looking
for? So often as you read the ad,
you can tell sort of why they want
a new coach, okay and the kind
of language that they use there.
With rated head coach positions,
let me tell you about the position
evaluation, it’s something that
John and I developed early ‘90s I
believe and the purpose of it was
to try to come up with an objective
measurement of the quality of
the job that’s being offered to
the coach. It’s self-scoring as the
employer fills it out, they see the
score, so yes they could cheat on it
if they wanted to but we’ve found
that in the first two divisions,
there’re three categories, they do a
pretty honest job. The first category
is compensation and benefits, the
second category is stability, it’s
the third area, coaches areas of
responsibility and authority where
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we find some clubs may tend to
fudge on that a little bit. One of the
questions is, is the coach the CEO
of the organization? And employers
happy to choose ‘yes’ worth an
extra five points there, but is
the coach truly the CEO of the
organization, does the coach have
the ability to hire and fire staff?
That’s a huge question, and a lot of
employers are kind of reluctant to
answer that, and sometimes they
leave it blank and then I have to
call them back. But the position
evaluation is there as a guide, okay
nothing more, it’s not a promise,
it’s not a contract, it’s just a guide.
The best part of the position
evaluation is it gives you a basis
from which to ask questions.
There was a time right up until
about three weeks ago, where the
only way you could get a position
evaluation was to email me or call
me and ask me to send it to you,
and I would only send it to ASCA
members. And I’m sorry to report
this but so few people asked for
it, isn’t that amazing, I mean if
you’re applying for a job, you have
to have that in your hand, you have
to read it, you have to understand
what this club is saying about the
position you’re being offered. There
are a lot of questions on a position
evaluation that are not answered
in their ad, and it saddens me that
so few coaches ask for that. And I
started doing something recently
and I may change my mind on it
but it’s there now, I actually have
converted the position evaluations
to PDFs and I’ve put them right
online and all you need to do now
is just click on it and download
it and there is, you don’t even
have to contact me anymore for
it. Now by doing it I lose a sense
of how many people are interested
in it and for that reason, maybe
I’ll go back to the old fashioned
way, but my job has been pretty
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busy lately and this has just taken
one more thing off my plate to
do, so it was for me, I’m sorry. It
was my convenience to do that
but at any rate it’s there. If you’re
looking for a rated head coach
position, you’ve got to do this,
you’ve got to take that, download
that, it’s going to tell you what
kinds of questions to ask them.
Where else to look? Well,
many of the LSCs have their own
websites where they’re looking for
coaches and those are free. USA
Swim Forum has a place where
employers can place ads and then
finally networking. It’s having a
list of coaches you call on a regular
basis asking them if they know
what’s going on in the area, do you
know anything that’s coming up,
anything that’s open? Okay and
make a habit of just calling those
people on a regular basis to see if
something is there, especially if it’s
a part of the country that you really
want to go to and coach at. You
have to ask yourself why isn’t a job
posted on ASCAs Job Service? And
it’s a good question because believe
it or not some clubs think that
$200 is too much money to pay for
running an ad for a coach. Is that
the kind of club you want to work
for? That are not willing to invest
$200 into an ad that every one in
the world can read? So I find that
troubling whenever I run into a
club that balkx at paying the $200.
That’s an absolute bargain for what
they get on that website. Alright,
let’s talk about learning about the
job; don’t hesitate to contact the
previous coach, if you don’t know
who it is, call me and I’ll try to
figure it out. In this electronic age,
unfortunately too many things are
done strictly by email. About 80%
of the jobs that are in Job Service
are done strictly by email and
they never even talk to a human
being. Now those are primarily

the assistant coach jobs, but the
head coach jobs that are in there,
I always make a point of calling
the employer and asking this very
simple question, “What happened
to your coach? I want to know did
he leave under good circumstances,
leave under bad circumstances?”
And the reason why I want to
know is because I’m glad to report
that oftentimes you’ll call me
and ask me “What’s going on?”
and at least I have some basis to
move from there. Frequently I’ll
contact the previous coach and
in some cases the previous coach
contacts me first to tell me “Don’t
let anybody take this job.” Well,
I have never reported that back
because frankly what doesn’t work
for one person oftentimes can work
really well for you. There’re really
good coaches out there that run
into difficulties in certain jobs.
And there’re really good clubs out
there that run into difficulties
with certain coaches. It’s just a bad
marriage. Okay and as you know
frequently in marriages, you have
two really fine people, it’s just a
mismatch and we have that in
clubs, frequently, and sometimes
you may hear that a certain coach
was fired and there was all these
problems and so and so forth and
that may scare you away, but don’t
let it scare you away too quickly;
look deeply into it as it may have
simply just been a mismatch.
There’re all sorts of reasons why
coaches get fired and we’re going to
talk about those in a few moments.
Talk to other area coaches as they
certainly will have an opinion about
that team you’re interested in.
Look at their webpage. Frankly
I’m disappointed in some teams’
web pages, because I love coaches,
I love looking at what it says about
coaches and oftentimes, it’s hard to
find the coaches of the club. You’re
the front lines, okay, you’re the

driving force of this organization
and you need to be front and center
on that webpage. It needs to be
easy to find you, and there needs
to be a very nice biography of you
and how much you love kids and
how much you welcome them and
what you can offer to them and
so on; that needs to be on your
webpage. But when you’re looking
for a job, look at the club’s webpage.
How well organized is it? One of
the interesting things about web
pages is the people who design your
page, whether it’s done internally
or whether you ask someone else
to do it, there are certain things
that we sort of take for granted
and forget about like where is the
pool? Does your website tell the
public where your pool is? Think
about it, you just assume everybody
knows because you think the
only people looking at your web
page are your people, but other
people look at your webpage.
People moving into town
looking for a new team, they’re
on your webpage, no information
about the coaches, no information
about where the pool is physically
located. My recommendation to
clubs is that you have basically
two front pages, one for your
membership and one for people
looking and then you have to put
yourself in a position as someone
looking and what are they looking
for on that webpage? Basic stuff:
Where are you? Who are you?
Something to think about and
as you look for jobs you look at a
club’s website and it gives you a
sense of how well organized they
are. Another thing is to look at
USA swimming’s virtual club
championship, you look at it on
the USA swimming website, it’ll
give you a sense of how strong
that team is and their LSC and
then call me. Sometimes I’m sorry
I might not be able to give you

much information, the very least
I can give are contact people that
you can call in the area. One of
the nice things about coming to
the World Clinic and posting all
the ads up there on the bulletin
boards is, I sure get my share of
people coming up to me and saying,
“You should know about that job,
I collect a lot of information here,”
and if you are ever in a position
where you’re leaving a job, you’re
welcome to call me and by the way,
one of the things I will ask you
is are you willing to talk to other
coaches? I only know what I know
and I try to know very little. What
I mean by that is I don’t want to be
involved in opinions and rumors
and gossip and I want to know
facts and what I’d like to do is refer
people to those who know facts.
Okay, so anyway call me and
I’ll be more than happy to share
whatever I think I know with you
and then pass you on to other
contacts. Learn about the area;
in my mind it’s just as important
as the job. There’re all sorts of
resources on the internet. The
internet is such a fantastic tool now
for moving and looking to other
areas. Google earth, real estate
websites, they obviously want to
sell you houses but they give all
sorts of ideas about cost of living
and what you can expect to find
there in terms of housing. Look
at the official city websites; look
at tourism websites, chamber of
commerce and so on. You know
the routine okay, but when you’re
interested in finding a job in
another part of the country, you
need to go way beyond what’s in
that ad that the club has put there.
Alright, moving on, talking about
applying for the position. First of
all read the ad, what are they asking
for? Two things that they’re asking
for, they’re asking you to send
them certain kinds of information.
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Read that carefully and the other
reason for reading the ad is what
kind of coach are they looking
for? Some of the ads are terribly
brief, one of the advantages of job
services you can essentially put
in an unlimited ad in there and
recently I’ve started putting links
to PDF files where someone can
download the entire job description
if the club is willing to share, so
read the ad, that’s the purpose.
Recently, we advertised for an
office employee at ASCA and we
ran an ad in Career Builder. Cost
us $485. 200 bucks for an ad job
service is pretty cheap, 485 dollars,
ran a Career Builder, I got 230 some
applications, all by email. Do you
know that less than 50 came with
a cover letter? And of the 50 only
three of the cover letters mentioned
the American Swimming Coaches
Association. 47 of the cover
letters were generic; these people
applying for this job just click, send
the resume, send the cover letter.
Generic resume, generic cover letter
the 50 people send one. Do you
know what I did with the 180 or so
that came in without a cover letter?
Delete. I didn’t even look at them.
If you’re applying for a job at ASCA
read the ad, if you can’t follow a
simple instruction, how can we
hire you for a detail-oriented job?
Read the ad. Find out what they’re
asking for. Some clubs are asking
for statements of philosophy, pretty
interesting. A good exercise for
you as well and I hear back from
employers and they get a range of
things that come back to them.
They get one of the best that I heard
I asked them to send it to me, they
didn’t with something down on a
yellow pad in pencil, that was hard
to read, telling you the truth and
others they’ve received have been
essentially a book of information
sort of all thrown together like
the coaches went through the desk
and collected everything they had
18

typed up and stuffed in the three
ring binder and mailed it off to
him with no organization, no flow
to it. So two extremes there. The
ones that they enjoy reading are
the ones that run one or two pages
typed, lots of white space, easy to
read, sums it up in a hurry. Let’s
talk about cover letters very briefly.
A number of years ago Tim
Welsh did a very good presentation
on writing cover letters and
resumes and I have that in my
computer with attachments,
documents that I frequently send
and if you email me, I will send
you Tim’s presentation. It’s very,
very good on resumes and cover
letters. The purpose of a cover
letter but I’m going to cover that
briefly here by the way but nowhere
near the detail that Tim did a
number of years ago. The purpose
of the cover letter is to introduce
yourself to the club and to highlight
a few things about yourself that
you want them to know. It’s not
to reiterate your resume. The
cover letter needs to be specific
to the job you’re applying for; you
need to show then in your cover
letter that you’re interested in this
specific job. Avoid overuse clichés.
In the corporate world, resumes
and cover letters apparently are
scanned by machines that look for
certain key phrases and if you go
to certain websites, they will tell
you what key phrases to include
in your cover letters and resumes.
Don’t you dare look at any of
those websites. Please ignore that
information. Swimming clubs are
not large corporations, they’re not
scanning your resumes, they are
human beings and it would be rare
indeed if any of them even works
for an HR Department somewhere.
They’re regular people; you’re
sending a resume and a cover letter
to a regular person in most cases,
put yourself on the other end, what
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are they reading? When you write
something in your cover letter like,
“I’m the perfect person for this
position,” that is read as garbage.
Avoid those kinds of things. The
extent of the cover letter is brief,
it’s a one pager and with one and
a half or one point one five line
spacing I think that’s an option on
Windows Word but keep it short
and to the point. The résumé is a
tough one for swimming coaches.
One of the things that’s wonderful
about us is how proud we are of our
achievements and of the kids we’ve
coached and teams we’ve coached
and how do you cram all that into
a one page resume? Answer is you
can’t and you shouldn’t. I read the
resume once of an Olympic coach
and it was 30 pages long because
it took that many pages to list all
the swimmers that this coach had
coached of some importance but
the purpose of the resume is to
give them an overview of you, not
to tell them your life story and
you can think of your last job and
you can think of all the things
you’re responsible for in that job
and it could take paragraphs to
explain all that. They need the
bottom line, okay what’s the
bottom line? How big was the
team? And what level were they
swimming at? I was a head coach
of a team of 150 swimmers who
consistently scored in the top
three at our local J.O.’s and then
top ten at sectionals, period.
That’s good enough, okay.
That’s good enough. Now one of
the things I recommend is, if you
feel compelled to do it you can
add an addendum to the résumé
which is entitled ‘list of coaching
accomplishments.’ If you really
want to do that, go for it then and
go ahead and list every top 16
swimmer, every J.O. qualifier, every
whatever you want to do but it’s
kind of an addendum. They don’t

have to really look at it. What they
want to focus on is the résumé, one
page, lots of white space. Make
sure it’s customized, for the job.
What does that mean? It means
you’ve read the ad, it means you
have a sense of what you want to
do. The first thing in a résumé
in my opinion should be labeled
immediate career objective and in
one sentence you should explain
to them what you are looking for
and it should match exactly who
they’re looking for, okay? And then
the second item that might be
career objective, long term career
objective. Let them know where
you’re going and does that match
with what they’re looking for. If
your long term career objective is
to be a college coach somewhere
and you are applying for a club job,
they’re like why? Résumé goes to
the bottom of the pile. The closer
you can tailor your résumé to that
job, the better off you’re going to be.
So there is no such thing in my
opinion as a generic résumé that
you just start sending out there
and hoping that somebody bites
on it. Same thing, with résumés
also avoid using overused clichés
and use real language right to the
point. Okay, with travel costs
being as they are and the fact that
clubs rarely have a budgeted item
for interviewing new coaches, the
phone interview is quite popular
and it’s important to think about
a phone interview before you
become involved in one. Have with
you your résumé, because they
may ask you questions about it,
so have it right there so you know
what they’re talking about. Have
a notepad and a pen so you have
something to write on. What do
you want to write? During the
phone interview, questions may
come to you or thoughts may come
to you, things that you want to
remember so you want to be able

to write them down. Take some
time to list your own strengths
and weaknesses because frequently
those questions come up in an
interview and on a phone interview
you don’t want to be stumbling,
you don’t want to be stumbling
in a personal interview either
obviously but if you take some
time to write those things out in
advance, okay, then that can help
you in your interview process.
Think carefully about weaknesses
because some people ask that
in interview process but have a
follow-up. I know that when people
ask me for my greatest strength
I’d say “being well organized” and
they’d say “your greatest weakness”
and I’d say “being well organized”
and then I would be able to follow
up and explain why I thought
sometimes that was a weakness.
Take the call in a private and
closed room, no distractions, it’s
preferable to use a landline that
may cost some money for a long
distance call but you don’t want
to lose the signal on your cell
phone, the other advantages of a
landline is that, well you can do
with cell phones too I’m sorry but
I recommend using a headset so
your hands are free. The ability to
have hands free when you’re talking
makes you more comfortable.
Those gestures that you’re using
while you’re on the phone translates
into your voice. No food, no gum,
have water for your a dry throat
and you will get a dry throat and
sip it away from the phone receiver;
people on the other end don’t want
to think you’re eating, okay, while
you’re on the phone. Try to get
everyone’s first and last names, so
you know who you’re talking to;
introductions are very important,
especially if it…I’m sorry, assuming
it’s a conference type call where
you have more than one person on
the phone. Make sure you get all

the names. They need to see your
posture. How does that happen
on the phone? They hear it in your
voice, okay, and for them to see
your posture you actually have to
have posture so if you do a phone
interview I recommend sitting on
the edge of your chair as you would
in a real interview, sitting upright,
you may even consider standing
up because it changes your tone,
it adds a little bit of energy to
your voice, speak very clearly, no
sarcasm and no jokes. You don’t
know their sense of humor; you
don’t know what they consider to be
funny. I read something once, I try
to read quite a lot about interviews
and the whole job service
process and I read something
once that was kind of scary.
There are people out there in
the corporate world who will bait
you. They will try to get you to say
something sarcastic to test you,
to find out what your feelings are
on something and every once in
a while who knows, maybe one
of those professional HR people
are on the board of, are on the
interview board for a swim club
you’re applying to. So it’s best just
to stay away from that, don’t try
to be funny, let hem lead the way.
Humble confidence, sounds like an
oxymoron, humble confidence is
when they see in you a coach ability,
don’t you guys love coachable kids?
What’s a coachable swimmer?
Someone who listens to you, right?
Someone who’s willing to try the
things that you recommend, that’s
coach ability. Boards like to hire
coachable people. There’s a humility
there that’s required but at the
same time they’re looking for a
sort of confidence so they may ask
you a question like well, “what do
you feel about morning work outs
during the school year for 12and
unders?” Are you ready to answer
that question? And maybe you have
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strong feelings about it. Maybe say
“well, absolutely not, there’s no way
I’d ever allow a 12 and under to go
to a morning work out” and what
you don’t know is the person who’s
asking you this question, their
child’s been coming to morning
work outs as an 11 year old for the
last year and maybe it’s the Katie
Hoff, the next Katie Hoff and you
don’t know this. And so you give an
absolute answer and there you are:
okay, time to look for the next job.
A better way to answer the
question is more along the lines of
“well, that’s a good question. In my
previous position we did not have
12 and unders coming to morning
work outs because” and then you
explain yourself and you can say
I’m aware that in some other clubs
they do that, I’m open to listening
to that possibility, okay? So you
leave yourself open, you express
yourself, you express your opinion
but you let them know that you’re
open on that. It’s important to
express long term ambitions, why?
No club wants to hire you for a year
or even two years, at the least they
want you there, at least three or
four years, why? Because they don’t
like hiring new coaches all the time.
They want stability; they want to
see stability in you. So you want to
talk in those kinds of terms. Never
express guilt or regrets from the
past, be a victor and not a victim.
Some one may say “well why did
you leave the last program?” Don’t
give them the story, tell them it
was time for you to move on, tell
them you had ambitions to move to
a larger club, more advanced club,
whatever, make sure your answer
matches what they’re looking
for. Answer questions directly
and give the bottom line first.
Don’t you love listening to
politicians? Completely incapable
of answering the question, okay
and does anybody in this room
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enjoy that? I don’t think so. You’re
in the interview so give them the
bottom line first then go back
and give them the details. Try
avoid interrupting the flow with
questions: save them for the end,
okay? They may have a list of
questions they want to go down
through and ask you so try not to
interrupt that if possible. Make
sure at the end you thank everyone
and follow up with a thank you
note or at least an email. Now, if
you have the opportunity to be
involved in a personal interview,
it’s the same rules, business casual
or above attire. It’s never a mistake
to overdress for an interview.
Someone once told me it was an
interesting tactic to find out what
the team colors were and so you
wear team colors to an interview,
I always thought that was pretty
interesting, a subtle thing to do.
Make sure your hands are warm.
Handshakes, don’t underestimate
the power of a handshake. You
may be involved in a situation
that’s quite informal, you show
up and they have refreshments
and drinks and you’re glad to
accept that nice ice old coke in
your right hand and then the next
thing you know somebody walks
in that’s a little bit late, you want
to shake their hand and there
you are with a wet cold hand.
There’s actually an etiquette
so to speak, where when you are
involved in those events, you learn
how to hold your drinks in your left
hand, believe it or not. Keep that
right hand warm and dry for those
handshakes. Your body language
is extremely important, that
you’re facing people when you’re
talking to them, you’re not staring
at them, you look away as though
you’re thinking, not as though
you look away thoughtfully and
then back again with them, again
humble confidence. Last thing;
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take your contract with you, right?
Know what you want in a contract
before you go to the interview.
Some interviews go very fast, our
coaches’ call back and they say I
can’t believe that they wanted to
do the interview, they wanted to do
the contract right there and I wasn’t
ready. Man if they want to hire you
and that they may be willing to say
let’s talk and again maybe they’re
begging and you have to be very
careful about that, but take your
contract with you. What should
be in a contract? We’re going to
talk about that in just a moment ,
I have some contract information
that I may allow regularly and if
you send me an email I’ll be more
than happy to send you a copy of
contract information. Okay let’s
talk about contract. A contract is
no guarantee, none whatsoever.
Contracts can be easily broken. Is
it legal to break a certain contract?
Maybe not depending on the
language but what you are you
going to do? Maybe you can sue
them, meanwhile you’re without
work and you’re stuck there, you
need to move on with your life,
sometimes it’s best just to get out
of town. So it’s not an absolute
guarantee but it is important, okay
so I do recommend a contract. I
recommend you write it first.
There’s an interesting rule of
thumb: the person who writes it
first gets what they want. Don’t
allow them to hand you a contract;
if they do, pull yours out of your
pocket and say “I’ve already done
a lot of thinking about this, you
know, here’s what I would like.” Put
theirs back on the table. A contract,
what is a contract? Okay it offers
authorities and compensations in
exchange for responsibilities and
performance, it’s just an agreement
— it’s that simple. Here’s what
the club is asking you to do and in
return for doing that they pay you

and give you certain authorities. I
review contracts for coaches; they
are not legal reviews, I always
recommend you have an attorney
look at the contract, I don’ t know
state law, don’t even pretend to
but when I look at a contract, I
look for certain things that need
to be in there that have more to
do with relationship issues and
responsibilities and there are
certain things I look for not to be
in a contract and when you send me
a contract, most often it’s easy for
me to call you back to go through
that rather than email back to you.
Attorneys will give you the
legal advice you need, especially in
terms of causes for termination,
how a contract is terminated, okay.
Critical contract components, the
coach controls what? Meet events
and meet schedule, it needs to be
in a contract, it is fundamental
to what you do as a coach. You
control relays; you have the
authority to create the relay that’s
in the best interest of the team.
I like that phrase ‘best interest
of the team’ that doesn’t say the
fastest four kids. You determine
work out groups, period; nobody
gets involved in work out groups
except you. That’s totally your
authority and your responsibility.
You control assistant coaches,
you hire them, that’s called an
authority but, you also train them
and you supervise them; that’s
called the responsibility you need
both, authority and responsibility.
You design season and work out
designs of course. The next item
is rarely in a contract. When I
say rarely, here is what I mean by
rarely, never. I have never ever
in a contract read that the coach
reports to the president of the
Board of Directors. Contracts are
very, very vague on this. A contract
leaves open the possibility that
you answer to every person on

employer to do that because the
contract may say something like,
‘the employer may terminate
the contract at any time without
cause, with the remaining salary
left in the contract’ okay? It’s
going to hurt the employer
to let you go, financially.

the board. No, you can’t work for
11 people, especially when four
of them are whackos. You answer
to one person. It’s called chain of
command. The chain of command
begins with your assistant
coaches, flows through you to
the president of the board and
from the president to the board.
The reverse direction is people
on the board request something
of the board president who then
requests it of you and if it needs to
go further down the line, it goes
down to the assistant coaches.
There is no direct communication
between your board and your
assistant coaches unless it’s about
their own child of course. But
if it’s club business, no way and
your assistant coaches need to
understand this and when they
hear, when a board member is
approaching an assistant coach
about a club issue, the assistant
coach needs to be informed and
to know how to respond to this
by simply saying please take that
to the board president…Very
important, chain of command is
huge in any organization, especially
in a swim team. Termination
clauses, a contractor can be
terminated at any time without
cause is not a contract and yet it’s
very common. That’s a one line
sentence; it says this contract
can be terminated at any time
without cause. You know what
that means? It means they can get
rid of you on two seconds notice.
Do you want to work under those
conditions? Absolutely not, many
states are called an ‘at will state’
that means the employer can
terminate you at anytime without
cause. However, a contract changes
that; now in an ‘at will state’ an
employer still can cut and still can
terminate you at any time but the
contract makes it a little difficult
or at least uncomfortable for the

Now, what should that number
be, should it be 30 days, 60 days,
the remainder of the contract that’s
negotiable and obviously the higher
the number the better negotiator
you are, and the more comfortable
you can be, but those are very
negotiable items and I can give you
some personal assistance on that
if you want to talk to me privately
about it or call me afterwards
but look for that line in there and
that line needs to have a couple of
follow-up lines to describe what the
causes of termination are. The best
contracts will say that this contract
can be terminated upon majority
approval of the membership; those
are the best. That means you really
have to screw up big time. That
means the majority of the swim
team wants you out of town and
you know what? If they want you
out of town you should leave but
a slightly less stable contract may
say the majority of the board, but
it needs to be clear, it needs to
say that if three quarters of the
full board of directors votes to
terminate the contract, that’s the
end. It shouldn’t say something
simply like ‘the board’ ‘cause
what is ‘the board?’ Sometimes
the board is three people because
the other eight are on vacation, it
happens, so the more clear it is,
the better off for you. Okay, part
three, seven minutes to talk about
part three and actually part three
is the subject of a full day course
that Bob and Tim and I could really
spend a lot of time on, so I want
to give you the big points here,
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okay? We’re really talking about
how to improve your stay-ability.
That’s the ability to keep your
job more than three years, that’s
my definition. Typical scenario,
18 months of honeymoon period
then 18 months to get fired. I see
it happen pretty regularly. Things
start out cruising, why? Because
you had two beggars, you and the
club, one begging for a job, one
begging for a coach. You put up
with things, you make compromises
and then…I don’t have that
written in here, but there’s that
old expression ‘familiarity breeds
contempt.’ And oftentimes folks,
I hope it’s none of you in this
room, but many coaches are very,
very guilty of that. Take certain
liberties, “Oh I don’t really need
to tell the board about that, I’m
just going to do it.” Well the board
gets offended, didn’t like the fact
that you did that. And then you
run into trouble. I’m going to skip
some things here because I want
to get to some important things.
That last line is pride can degrade
any relationship, that’s related
to familiarity breeds contempt.
Critical first steps, when you
get a job, actually before you take
that job, part of your interview,
when you’re asking them questions,
is to ask them whether they have
a long range planning process in
place. Maybe the answer is yes. If
the answer is no, is you want to
ask them can we engage in this
immediately. That involves you,
key members of your staff and the
board, okay. And this is where you
set your program and competitive
goals that sets the direction of the
organization. Another critical step
is daily contact with your board
president. I remember working
for John, and this went far beyond
the first days on the job. This went
on everyday of the employment.
John called and spoke with the
22

board president every single day.
Sometimes the conversation was 10
seconds long, sometimes it would
go on for half hour but maintaining
that contact is extremely important
to you keeping your job and then
obviously greeting the parents.
They want to know who you are.
They want to know how much you
care for kids. They want to know
how professional you are. Are you
a grown up? Are you personable?
Those are key issues to mums and
dads. Do they care about how
you train their kids? A few will
and a few may know more than
you do, because they’re reading
all the same stuff and they have
their own ideas, and maybe some
of them were college swimmers
or whatever. And so those are
special people that I’m going to
talk about just a moment here.
Second critical step is, if you’re
the head coach, be the head
coach. Be the person who steps up
and takes responsibility. You’re
responsible for all training groups
even if you can’t physically be
there. I had a job in Minnesota for
a while and we had two different
locations. Once every two weeks, I
arranged to have assistant coaches
run my senior workout and I would
go to the other location so I could
be there and watch. Be the head
coach. Sometimes it’s the ambition
of the head-coach to work with
fewer and fewer kids, sort of off
in a corner. Well who are those
fewer and fewer kids? They’re 17,
18 years old, they drive, which
means you don’t see their mums
and dads anymore. There you are,
you’re just having your happy little
time with your little crew of senior
kids and you lose touch with the
rest of the team. When you lose
touch with the rest of the team
that’s the beginning of end of your
job, believe it or not. What goes
wrong? Most often it’s a series of
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things that go bump in the night,
going back to the idea of you taking
certain liberties without asking
permission. But it’s made worse
by poor communication skills,
pride, lack of previously secured
support, I want to talk about that
for just a second. And then beneath
the surface difficulty handling
judgments to your judgment
calls. Folks, in swimming, 98%
of what we do is judgment.
It’s opinion, there’s no absolute
rights or wrongs about it. There is
no absolute right or wrong about
whether a 12 year old goes to
morning workouts or not. It’s an
opinion and your opinions may
rub…counter to certain parents’
opinions, or worse yet to opinions
on the board and so what? You’re
challenged. How do you manage
yourself when you’re challenged?
That’s more important than
the challenge itself because the
challenge will always be there.
I just want to toss that out for
you to think about, we obviously
don’t have the time to talk about
that. Sometimes poor coaching,
sometimes slow or no growth,
either professionally, the best
boards out there look for you to
grow professionally as well as the
team growing. Okay, sources of
conflict. The top five technical
issues the board gets involved with;
team structure and grouping of
swimmers, that’s why it’s in your
contract folks. Meet schedule,
that’s why it’s in your contract.
Amount over quality of stroke
teaching or perception of it not
being done, common complaint
that I hear from mums and dads,
are you doing stroke work? I’m
not talking about little corrections
between and the five seconds
between the set of ten 100s. I’m
talking about the kind of thing
where you’re actually teaching
stroke. Parents are looking for

that. Meet entries, again part of
your contract, relay swimmers
part of your contract. Here’s
a top five non technical issues
the board finds problem with;
communication, okay? I hear it
all the time from people you work
with. Excuse me I’m going to,
skip ahead to something here.
You’ve got three basic parent
types out there. And you have
those who love you to death, they’ll
do anything for you, they’re your
greatest supporters. At the other
extreme, you have those who know
how to coach and you don’t. They
know what’s best for their child
and you don’t. You’re not doing the
right thing and they know what it
is. Then in the middle are a group
of parents who sort of are like that
last group but they’re convertible.
One of the funny things I like
to do in a presentation about
parents is begin with a slide on
muscle fiber types. If slow twitch,
endurance fibers, and fast twitch
A’s and fast twitch B’s, fast twitch
B’s are what? Convertible, how are
they convertible? Physiology class
101. How do you convert…? Yes,
Okay, the answer is through
training, right? And it’s bottom
line. And there are parents out
there that on first appearance can
seem to be difficult and how do we
take care of them? We train them.
We educate them, we work with
them. And sometimes they end up
being our best supporters but on
first glance sometimes they seem
a little rough around the edges and
hard to deal with. If you want to
be successful in your job you have
to be successful in mums and dads.
You need to form partnerships
with parents. A partnership with
parents says we are in this for the
best things, for the best of your
child, we are in this. Too often we
tend to separate the child from the
parent and that’s a mistake, that’s

the beginning of the end. These
children are the precious offspring
of human beings out there who care
about their kids. And as coaches,
we have a responsibility to them.
When you notice something wrong,
or if you notice an issue with a
swimmer, too often we ignore mum
and dad. We just try to figure it out
on our own or maybe work with
the swimmer depending on their
age. But you know when you go to
mum and dad in a quiet humble
approach and say, “I’ve noticed
that Aaron seems to be dragging
himself in the practice lately; can
you give me some insight on that?”
And hear the kind of responses
you can get, “Thank you for asking.
Yes. We have some issues.”
When you get that response
from a mum or dad, you have a
partnership and you’ve just done
something that’s going to increase
your stability with that team. I’ll
come back to that point. Another
reply might be, “No. We’re not
aware of any problems, thank you
for bringing it up. We’ll look into
it.” And then the third response
might be, “Well obviously you’re
not doing anything to motivate her
here in this workout.” So there is
a parent out there that puts it all
on you and takes no responsibility
for themselves. Those are the
kind you have to protect yourself
from. And what I want to end up
with today is talking about how
you protect yourself, how you gain
support. Number one rule is, never
assume you have support. Never
assume you have support, know
you have support. How do you
know that? Because you talk to
mums and dads on a regular basis,
because you form partnerships
with parents, you want to build the
biggest support base you can have.
And some of you are saying, “I just
want to coach.” Folks this is part
of the coaching. It’s part of it. That

little novice team that works out in
that remote location that you can
never get to, your job is to call their
parents, “Hi, this is coach Edson,
I’m the head coach. I’m calling to
find out how your boy is doing on
the swim team over at Pine Islands
swim club or Pine Island location.”
And oftentimes their reply is,
“Oh things are fine. Thanks so
much for calling.” Or once in a
while you get a complaint which it’s
then your job to handle. But when
that phone conversation is over
what’s the parent left thinking?
You are in charge. You are the head
coach. Most parents in the club will
listen to board, and when the board
is out to get you because you’ve
not handled questions to your
judgment very well or you’ve gone
a little too free with familiarity
breeds contempt and snapped a few
times and they’re looking for ways
to get rid of you, these parents out
there, what Nixon called the silent
majority, they’ll just go with the
board. But if you take the time and
effort to build partnership with
parents, let them know that you are
the head coach, they will support
you. Sometimes coaches come to
me and they say, “Well, I’m going
to lose my job, the board’s going to
fire me.” And my first question is,
do you want your job? And if the
answer is yes, then I’ll go through
a routine with this coach on the
phone and I’ll tell you how to keep
your job. It’s called rallying the
troops. It’s getting that support
that’s out there. In some cases it’s
too late. Sometimes we can do it.
It takes work folks. Coaching goes
way beyond the pool-deck. It’s
building that support. How can you
be successful on your job? It goes
beyond the coaching and it comes
down to you building partnerships
with mums and dads. That’s the
most important thing I can tell you
at the end of this presentation. •
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One Pool
NO warmdown?
By John Leonard

A persistent problem for most
of the USA, is the fact that few
facilities that host meets, offer
a second cool-down pool. Where
such a two pool set-up exists, it is
constantly utilized. Some meets
in one pool operate creatively,
allowing a brief warmup-cooldown
a few minutes every hour or two, or
event or two. Some can dedicate a
lane or two in a pool to warmdown.

So what are the options? Here are a few time
tested ideas to have your swimmers consider:
1. Warm shower. May help loosen some musculature.
2. A
 fter the event, continue to move…walking, light
stretching, easy calisthenics. Move for 3 times the
amount of time you have swum. Longer for some
“sprint events”.

But most run the meet without
a warmdown facility. One of the
most common questions that we
are asked in Physiology schools
relates to that situation.

3. If safe and available, some light cord work to mimic
the strokes you will swim next. Light resistance,
easy work.

Simply put, “what to do?”

4. L ight massage by a certified and licensed massage
therapist. (not many age groupers will have that
luxury of course…) Coaches take note…
no massages from you.

First, remind ourselves of
the purpose of warmdown or
cooldown…(both terms generally
used interchangeably…)
First purpose – to clear the
waste products of hard exercise
from our musculature. Age
Group swimmers generally
speaking, produce little in the
way of lactate, so this does
not apply much to them..they
race aerobically and have little
real need to “clear” lactate.
Second purpose – loosen
muscles that may have “tightened”
in the previous race.
Third Purpose – prepare the
muscles and nervous system for the
stroke (s) in the upcoming event.

24

5. J og about a bit before the next event to get your
heart rate raised…and some more energetic
calisthenics. “Air strokes” to groove the nervous
system may also be useful.

Those of us with most of our
competition venues with multiple
pools are spoiled of course. If an
age group swimmer grows up in
the sport without warmdown
pools, they won’t miss them.
Make sure you, as a coach, don’t
suddenly create an unexpected

ASCA Newsletter I 2012 Edition Issue 01

problem by telling them that they
need one to compete properly.
Generations of athletes have
been successful without the 2nd
pool. Make sure they know that, if
someone else raises the issue. •

American Swimming Coaches Association
Council for Sport Development
5101 NW 21st Ave., Suite 200
Fort Lauderdale, FL 33309
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Trying to keep your pool facilities open, watertight and attractive can drain your budget – especially if you’re dealing with a leaky pool. If
you’re planning new construction or renovation - specify RenoSys, The Superior Pool Interior.TM RenoSys will help keep your pools open
and looking great for decades. Unlike fiberglass, paints and epoxy coatings, RenoSys does not depend upon a mechanical bond with
your old pool shell, allowing it to expand and contract with the freeze thaw cycle making even existing cracks and cold joints completely
watertight. RenoSys has a full complement of integrated products and systems designed to renovate and build new commercial pool
facilities. Give us a call today for a free, no obligation quotation and ideas on how to solve your pool problems.
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