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ASCA World Clinic
Anaheim 2018
Letter from the ASCA President

First and foremost, thank you for being a member of the American
Swimming Coaches Association and for being here to celebrate the 50t
h Anniversary of this extraordinary event. It is hard to comprehend
the magnitude of growth and impact that ASCA has had on our sport
and on this profession throughout its life, and around the world. The
World Clinic truly embodies the evolution and the success of both,
with coaches at all levels, from varied backgrounds and geographies,
coming together inspired to collaborate, to learn, and to grow.
For me, it may sound cliché to say it has been both humbling
and an honor to serve the sport and our profession, but both are an
understatement. In a constant search to serve in some capacity in
swimming and in life, this has afforded me both, and for that I will be
forever grateful to our membership, to the Board, and most sincerely
to John Leonard. It has been an honor and a privilege to be a part of
this incredible coaching community and to serve alongside our
incomparable Board of Directors, men and women who are even more
impressive in character and dedication than in accomplishment and
stature. I would like to offer some parting thoughts on coach support
and on the leadership that we have all enjoyed within the ASCA.
Every day I feel the pressure to be a better coach. After forty years
it still consumes me, and the driver of that is you. You collectively
produce better athletes and better teams. You are innovative, relentless,
and driven to be the best. We all feel it, face it, and become better by it.
What separates American Swimming from the rest of the world, in my
opinion, is not numbers, it is you.
Our Olympic movement, its origin and its success, begins and ends
with you, and so does the trajectory of this sport. While great athletes
grace the podiums and bless our lives, it is you who create the entry,
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Letter from the ASCA President (cont.)
the path, the experience, as well as profound personal
growth and extraordinary athletic achievement. It is your
selfless dedication that impacts and motivates children and
young adults to participate, commit, and strive for levels
thought unimaginable. You create careers, life lessons,
forged relationships, and life-long memories. What we all do
is not only important, but critical and life-affirming. It may
very well be the most important thing. And you provide this
and offer it every day to hundreds of thousands of children
and young adults.
While you are here for education, motivation, inspiration,
or simply to connect with friends and colleagues, please also
be here for a collective vision for our sport. Be here for a
connected “association” that links us all, to join arm-in-arm
for the betterment of the sport, and stand together against
challenges that threaten the integrity of American Swimming. As teammates unite with a common purpose, we too,
the coaches, should be united as a team, with a common
vision and mission. While the perspectives may differ, the
end result and ultimate objective will not.
The ASCA is here to support you, represent you, and
to fight for you when needed. The staff has been working
diligently to expand services and benefits to our members,
as well as create various avenues to certification. We would
ask that you help us promote the association and its benefits
to coaches within your reach. John’s vision is to create a
truly united (all-coach) association with coaches from every
coaching discipline represented and being connected to
growth, education, professionalism, and advocacy.
The most profound part of my journey with ASCA has
not actually been education in coaching but rather
inspiration in life. I thought I worked pretty hard, cared
a lot, wanted to make a difference, and had conviction
about things. For the past eight years I have observed (and
learned) in awe of what those concepts really mean. I have
seen the most profound example of unmitigated and
unapologetic purpose, and the unrelenting drive, both
physical and emotional, that it takes to truly move the
needle or bend the curve on things that really matter.
I personally have never witnessed an individual with the
passion, work ethic, drive, fortitude, and selfless dedication to a cause that this man has. In running the American
Swimming Coaches Association, John Leonard has been an
inspiration in his relentless pursuit to make the world
of swimming, and coaching, better, and more successful.
In a sense, it is his life blood and his reason for being.
For coaches, John has created an educational and a
professional platform. For the sport itself, John has
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vigorously pursued the broadest and most critical areas
of relevance. While coaches operate within sets, cycles,
seasons, or quads, John has been one of the few individuals
who has maintained a decades-long perspective on all that
we do; the undercurrents of the sport so-to-speak.
He begins every day of his life with the simple mission to
support the profession and to better the sport in any way
he can. And he is the first in line to fight any battle that
challenges its integrity; for you, for us all, and for every
young athlete. For over three decades he has been the torch
bearer for all things coaching and swimming. I believe John
Leonard is a one-of-kind, generational individual whom the
sport has benefitted from beyond measure, and whom we
can all learn from. He is not an example for the swimming
community, but for humanity – of living a life with passion,
purpose, and a relentless pursuit of better and right. It has
been a privilege working alongside him and a blessing to
know him.
I would like to conclude with a request and a plea. ASCA
has established a Capital Fund and a Foundation for Sport
Integrity. Both are an attempt to secure the future of the
organization (our association) and to enhance and protect
the future of the sport. Regarding the Foundation, the vision
is to create a vehicle that supports, if not ensures, independent thought and action to aggressively pursue the highest
ideals and practices in the sport. Imagine ASCA leading a
global summit/think-tank on anti-doping, or making
an investment to fulfill the dream of athlete-centered
representation. Consider this not a donation, but rather an
investment or a pay-it-forward contribution to the sport
that not only employs us, but fulfills us and gives our lives
immeasurable meaning. You can find information on the
website on both and I will be more than happy to answer
any questions throughout the clinic and beyond
(510-410-7946).
Again, I thank you most sincerely on behalf of the Board
of Directors and the ASCA staff for be being here, for being
an invaluable member of this association, for all that you do
for children and athletes at every level, and for allowing me
to serve. And thank you for your continued support of our
coaching association, the greatest coaching association in
the world.
Very sincerely,
Don Heidary
ASCA Board President
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This issue of the ASCA newsletter is special... its the 60th birthday of the founding of the ASCA
and the 50th Birthday of the World Clinic, both done around the time of Labor Day in the USA.
To celebrate and remind ourselves of the giants on whose shoulders we stand, I have chosen
to present some of the most important and inspirational messages from our past. The Coaching
and Life advice from the past is as relevant now as it was then and for each of us, its critically
important to recognize that all the benefits of a fine coaching life we live today, came about
because of the heroic efforts of the coaches who came before us. Humility and gratitude should
be crucial ingredients in every coaches life.
Phil Hansel was the first President of the ASCA and his talk presented here came from many
years later, towards the end of his coaching career. His life lessons are the same we teach our
athletes today.
Peter Daland, Doc Counsilman and George Haines were among the most famous coaches in
the world in the past century and we present some of their timeless wisdom in this issue. Coach
Mark Schubert started his career in roughly 1970 and is still going strong today as the Head Coach
of Mission Viejo, California and a member of our Board of Directors.
Speaking of our Board, I am always reminded at this time of year, that we have the greatest Board
(and always have had) in all of Olympic Sport. They are big-picture, self-less coaches who serve
all of us in swimming and look always for what is BEST for our sport. Not what’s most expedient,
but BEST. As such, they’ve been the leaders in American Swimming for the entire 60 year history
of our organization. Huge thanks to them. It’s been the honor of my life to work with them. I hope
you read President Heidary’s message to all of us that led off this issue. He exemplifies what our
Board is all about.
Happy Birthday to the ASCA, and All the Thanks in the World to our Great Board of Directors!

All the Best, John Leonard
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CONGRATULATIONS TO THE 2018
AGE GROUP COACH OF THE YEAR
FINALISTS

Pictured Above Left to Right: Olympian Clinician and Marketing Manager Chloe Sutton, Last year’s Award Winner from TAC Titans
Robert Norman, Fitter and Faster’s Director of Marketing Julie Bachman, and Fitter and Faster Founder David Arluck.

We are so excited to announce the TEN FINALISTS for the
Fitter and Faster/American Swimming Coaches Association
AGE GROUP COACH OF THE YEAR!
You can view the kist of 10 finalist. See if any coaches in your area or on your team made
this prestigious list!
This is the fifth year Fitter and Faster is presenting the Age Group Coach of the Year
award with the American Swimming Coaches Association (ASCA)... and we couldn’t be
more proud of this list of finalists!
All of the finalists will be recognized and the winner will be announced at the ASCA
World Clinic Awards Banquet in Anaheim, CA on September 6th, 2018.
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Thank You For Your Votes!
Fitter and Faster and the American Swimming Coaches Association are delighted to
announce this year’s Age Group Coach of the Year Top 10 Finalists. What a group of
excellent age group coaches! These ten professionals have placed 49 young athletes
on the USA Swimming’s National Age Group Top 20 Rankings including 14 number 1
rankings. Each will be presented with a beautiful glass award at the ASCA World Clinic
in Anaheim in September. At that time the individual Age Group Coach of the Year will
be named.

Our ten finalists (in alphabetical order) are:
Kyle Bubolz, Chicago Wolfpack Aquatic Club
Tommy Cunningham, Seattle Metropolitan Aquatic Club
Rod Hansen, Irvine Novaquatics
Tom Himes, North Baltimore Aquatic Club
Andi Kawamoto-Klatt, Irvine Novaquatics
Daniel McCord, Nitro Swimming
Robert Norman, TAC Titans
Ginny Nussbaum, Long Island Aquatic Club
Megan Oesting, Eastern Iowa Swim Federation
Liv Weaver, Quicksilver Swimming

Congratulation to all our top age-group coaches!
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What Coaches Need To Be Successful
Mark Schubert 1990 ASCA World Clinic

M ark Schubert is one of the most success-

ful coaches in the United States, with twenty
years of coaching experience. He has been
selected as U.S. Olympic coach for the past
three Olympiads - 1980, 1984 and 1988, as
well as having been selected on three World
Championship staffs - 1978, 1982 and as Head
Coach in 1986. He has been named coach of
the year by ASCA three times in 1975, 1976
and 1981. Schubert’s swimmers have won 11
Olympic gold medals, 6 silver, and 1 bronze,
in addition to five world Championship titles.
While in Mission Viejo from 1974-1985, the
Nadadores won an unprecedented 44 team
championships. Then moving to Mission Bay,
Florida, he built a team from scratch to earn
nine national team titles, three 1988 Olympic
berths, three 1987 Pan Pacific team berths and
three 1987 Pan American Team berths during
his three year tenure. His latest accomplishment was leading his Lady Longhorns to victory at the 1990 NCAA Championships. They
did it in grand style by beating Stanford on the
final relay of the meet, while Coach Schubert
collected honors for coach of the Year, NCAA.
What Coaches need to be successful- a
very interesting and broad topic, and I thank
John Leonard for choosing it. First I’d like to
welcome you to the clinic. The first time I ever
spoke at the clinic was in 1914 in Las Vegas
and I was extremely nervous. We had attendance of a little under 600 at that time and
I think we’re projected to be over 1300 here.
Would all those coaches who were at that Las
Vegas clinic raise your hand? And would all
those for whom this is your first clinic raise
your hands?
The clinic has changed a lot. You used to go
listen to the speakers and have a good social
outing. Now you see a lot of people doing
business on the side and the exhibits have
become a big thing. But I still hope that the
primary focus of our being here is learning
how to be better.
To me, success in coaching means helping
your athletes meet their goals, and I think it’s
important that we focus on goal- setting when
we talk about success. I’ve boiled success
down to two words - Consistent Enthusiasm.
There’s a lot to be said for both.
Your consistency and your enthusiasm will
have a lot do with the goals that you set. It’s
important that every day, every week, and
every month that you set goals for yourself. Those goals need to be structured in a
stepping-stone fashion of little goals that feed
into big goals.
I began thinking about becoming a
swimming coach when I was a high school
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swimmer. My enthusiasm for the sport
developed out of high school swimming. As
a coach, what I wanted to accomplish was
to have a program that nobody would ever
look back on and say “If I had only had the
opportunity to train a different way, I would
have been better.” In my own career, I often
felt that way in high school and college. So I’ve
tried to establish programs without compromise and I hope most of the athletes have left
the program not feeling that they lacked the
opportunity to get better.
When I began preparing for this topic, I
asked a number of coaches around the country for input and a comment from one of our
great coaches was “The athletes deserve your
best effort to give them an opportunity to
improve.”
Whatever your goals are, whatever your
level, starting small and building on them
is important. Whether it be just to have one
athlete at a district championship or Junior or
Senior Nationals. And that one becomes four
and that four becomes 10 with two in finals.
You need consistent and improving goals.
You can set goals for every championship
that challenge you but are realistic. We can’t
go into every one of our
championships with the goal of winning the
meet. That might be a long term goal, but
in the short term you need to have a goal
that you can accomplish. It might be to be
the best team at the meet, not from a point’s
standpoint, but to be the team that everybody
notices - the team that improves the most, the
team with the most enthusiasm, the team that
improves most impressively between heats
and finals.
Every swimming meet that I go to, whether
it be middle or end of season, I try to assess
the meet not only by our team’s performance,
but by other teams’ performance. For instance
at Women’s NCAA’s I thought the team that
showed the most enthusiasm and did the best
job as a team was Northwestern. They broke
into the Top Ten for the first time, due to that
enthusiasm. They were the most noticeable
with a lot of spirit at the meet. I was envious of
that and I’m going to work with our team on
doing a better job of that.
You always need to analyze those things,
not only what your team is doing well and
;what they need to improve,
but; what other people are doing well and;
why, and is that
something you can add to your program.
I think it’s important to be able to anticipate
the future. Looking back at coaching over the

last 10 or 15 years, the changes are enormous.
Who would have thought that coaches would
be using computers as they are today, fax
machines, lactate testing? Who would have
thought we’d be using all the practice equipment we do today - the power rack, fancy
paddles, plastic pull buoys, surgical tubing
- all of these things that are innovative or
progressive. we need to be constantly looking
at adding good new changes to our programs,
without discarding what works well. A lot of
things that worked well 20 years ago need to
be kept in our programs today, and a lot of
them relate to hard work.
The ability to creatively change a program
every season is important. If your goal is to
keep your athletes in the sport and excited
and enthused, change for the sake of variety is
important.
It’s important to teach your athlete to be a
student of the sport, so it’s essential that the
coach be a student of the sport. As we get
older many of us think we’ve seen it all - every
workout situation, every possible set, every
possible way to swim a race. We think we
know the perfect stroke technique and we
try to pigeonhole· everyone into that perfect
technique.
You need to accept the fact that knowledge
is an unending tool, of which you’re a very
small piece. We aren’t even close to knowing
it all.
You need to teach your athletes to be
observant. They should keep a log book, a
history, writing down successes and why they
achieved them, writing down learning experiences, including failures. These are important
for achieving future success.
Being a student of the sport today means
utilizing video equipment. I’m surprised
that at big meets like Nationals more coaches
aren’t using video in an effort to show
athletes their race between prelims and finals,
show them their mistakes and help them how
to come back in the finals to swim better.
One of the most important attributes of
successful coaches is attention to detail. When
I observe coaches who are doing a good job,
they are usually people with the ability to take
care of the minutest detail in their and their
athlete’s lives. With my team I call that hidden
training and I think this is where you’re
assuming the role of a teacher is extremely
important. Because you can control your
athlete’s lives for whatever time they spend
with you. But the most important time is how
they learn to control their life away from the
pool. I’m talking about proper diet, proper

sleep, awareness of body composition and how
to control it.
We try to do our best in controlling the
environment particularly when it comes to
major competitions. But I try to explain to
my team that it’s more to important to control
their environment before they get to a National Championship than controlling it at the
meet. If they don’t pay attention to controlling the environment that surrounds training,
and if they don’t get the job done well there, it
doesn’t matter how good the environment is
when you get to the big competition.
I think every coach needs to develop their
own personal style, hopefully one that’s spontaneous and is constantly changing, but yet
consistent. Every athlete seeks consistency in
their life. Knowing that the coach is going to
be there, knowing that the program’s going to
be stable, that it will be well thought out, well
planned. They need to have confidence that if
they follow the program, they’re going to be
successful.
You need to stay in touch with your athletes.
One of the most important thing about running a practice session is the ability to touch
each athlete every day. You need to make sure
that you talk to each athlete every day, even if
it’s just kidding with them. Acknowledge that
they’re there and acknowledge that you care
about them.
You need to consistently make every athlete
feel that they are the most important person
to you. That you really care about them, about
their improvement, and that you really care
about what’s happening in their life outside
swimming as well.
One of the things I’ve learned to do better
over the years is prioritizing my time. Time is
a very valuable commodity and we all become
easily distracted. As there have been more
demands on my time, I’ve had to learn how
to plan every day, every week, every month,
every year. I also feel it’s important to have a
plan for five years and ten years. The further
into the future your goals get, the more nebulous they will be, but it’s important to have
them and to be constantly striving towards
them. And you need to teach your athletes to
do the same things.
In order for swimmers to b<;·· successful,
prioritizing their time is essential. When you
prioritize, your athletes have to come first.
Whenever you set out your day or your week,
you need to ask yourself, have I put the athletes first, and have I done everything
for them that I must do to help them be
successful.
You need to plan to come early to the pool
to make sure that everything is perfect, to
make sure practice starts on time, to make
sure you’re there to talk to them if they need

counsel before practice starts. You need to
plan to stay late to talk to them afterwards,
whether it be about the practice or about
something else in their life that’s affecting
them at the moment. One comment a coach
made to me is that a successful coach needs
to take good care of their athlete’s minds.
That relates to things that are happening both
outside and inside the pool.
When you’re at a meet, you should
recognize that as your ultimate opportunity
to interact with your athletes. When I was a
young coach attending Nationals for the first
time.
I used to go out and socialize the way a lot
of other coaches were. It soon became clear to
me that many of these people hadn’t made the
athlete’s wellbeing their top priority. I think
it’s important for all of us to have things other
than swimming in our lives, but when you’re
at a swimming meet you need to focus on the
things that will help your athlete. And maybe
you’re staying out late at night might not be
the best thing for your athlete.
When I’m at a meet, nothing irritates me
more than meetings being held there, because
they’re a distraction from taking care of the
people that are important, the people that
have worked all season long for this moment.
I’m not very good at being social with coaches
on the pool deck because as soon as I’m done
talking with one athlete, I’m thinking about
who I can go talk to next and what effect I can
have on the outcome of their next race. You
need to stay focused.
One of the aspects that was mentioned by a
coach was the CEO concept. Successful swimming coaches learn hall to delegate in their
programs and create a network of assistants
for their athletes by not only choosing the
best assistants, but training the best assistant
coaches. I’ve always looked at my responsibility as a head coach to train the best possible
people to help me. Don’t expect people to wan
into your program and be perfect. Train them
how to be perfect, how to handle things in
your style but not necessarily in your image.
Some of the best things that have
happened in programs I’ve been associated
with have come from assistants and they’ve
come from their own ideas. Don’t stifle their
ideas. Give them the leeway to be individuals and to be creative - to add things to the
program.
It’s important that you give time to your
athletes, to your assistants, and also to your
families. My family gets a lot less of my time
than other people’s children do, so I have to
make sure when prioritizing my time that my
family gets quality time. If I’ve been successful,
the support of my family and their acceptance
of my commitment to my athletes as the
priority in our life and our lifestyle has
helped in that success.

A universal skill among good coaches is
good people skills. When I think back to my
own college education, there’s not much that I
can say contributed to my being a good swimming coach. I learned most of it by reading
things that pertain to swimming and by observing. My experiences as an assistant coach
were more valuable in what they taught me
not to do. So if you’re working in a program
that is· less than idea, it can be a tremendous
learning experience.
In talking specifically about people skills,
the ability to communicate, to sell, to motivate
and to delegate are the most important aspects. And those are things that you can learn
by reading and observation. They can be practiced in a team setting or one on one. I always
feel that my most valuable time spent working
on people’s minds is in a team meeting, in an
individual conference, or at a swimming meet.
As a coach, you can’t be afraid to try nor to
fail. You need to teach that to your athletes as
well. The most limiting thing to the human
mind is the fear of failure. I see it with young
coaches who think they’re not yet ready to be
a head coach. How many great young coaches
out there are afraid to try or afraid to fail.
Don’t let anyone tell you that you can’t.
I’ve heard a most amusing thing from
someone very close to me and I’ve heard
it many times “You can’t make a living out
of swimming.” Have you heard that? Have
you said it to your athletes? Have you heard
parents say that to their children? When I’m
in a parent-swimmer conference and I hear
a parent say that to a child, I say “Oh yeah?”
The greatest success stories have come and the
greatest goals have been set from people telling others they can’t. We should never do it to
our athletes or ourselves.
With regards to the learning process, make
a point of watching someone else’s practice on
a continuing basis. When I was a young coach
enjoying the privilege of coaching in Southern
California, I took a day a week to go watch
a great practice. I watched people like Don
Gambril, Peter Daland, Jim Montrella, Ron
Ballatore, George Haines, Flip Darr, Sherm
Chavoor. It was amazing what
I learned about people, about interaction with
teams, about how coaches handle
different situations. I accepted a lot of things
and some I rejected, but it really influenced
my own personal style. Even today, although I
don’t have the luxury of watching a practice a
week, two or three times a year I try to make a
point of watching somebody else’s practice to
learn something. One of the biggest advantages I’ve had at the University of Texas is the
opportunity to look over 2 lanes and watch
Eddie Reese every day. My personal growth
as a coach has been tremendous through that
opportunity.
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I think it’s essential that coaches consider
themselves teachers. Swimming fast is important, but the most important thing is what we
leave them to take with them later in life. We
should share our knowledge, not just on what
goes on in the pool, but what goes on in their
personal lives. We should not be afraid to give
them good advice.
I think it’s important that we never quit on
anyone until they’ve quit on themselves. Many
times I’ve watched coaches make judgments
on which athletes will or will not make it. It’s
fun to watch athletes who coaches have quit
on, go to other programs and really make it
big. It’s difficult to become a champion. It’s
harder still to stay on top. But the most difficult thing of all is to make a comeback.
If we look at ourselves as teachers, we’re
going to help athletes who have failure ‘learn
why they failed, what they need to do to adjust
to that failure and go on to become a success.
I also think that for the general health of our
sport, as coaches we should make it our goal
to allow the athletes to feel good about leaving
the sport. They should also be the case when
they leave our team, as will often happen.
I’ve had some great athletes decide that my
program isn’t the best for them and they go
someplace else. As teachers we need to decide
if we’re going to accept a role as someone that
had a good influence on their life, and they
left feeling good about us, or whether there’s
going to be constant tension because they left
the sport or left your team. I always try to have
an athlete feel that the door is open and that
they can come back. !lever quit on an athlete
until they’ve quit on themselves.
A very important aspect for success is
controlling the variables that affect your
program, whether it be pool time, meet
schedule, team goals. We don’t all have perfect
situations but we all have situations that we
can improve upon. You must constantly work
to gain and keep control of the variables.
Time commitment. I often quote Winston Churchill who said “Sometimes it’s not
enough to do the best we can; sometimes we
have to do what’s required.” I think that says
it all about time commitments. You need to
be willing to do whatever it takes to get the
job done. Thomas Jefferson said: “It’s not
important to do the things we like to do; it’s
important to like the things we must do.”
I get tired of hearing coaches complain about
how much time they must take from their
families, or about having to go to morning
practice or meetings. It’s what’s required to
do the job and you need to learn to like it,
because if you’re negative about it, you might
as well not do it because it won’t be done well.
When controlling time, you need to learn
to say no for the sake of the athlete. You also
need to learn to say yes to do things that
10 | ASCA NEWSLETTER

might not be comfortable but that can pay
off down the line. Things like, rather than
going out to dinner after a meet, going back to
the hotel and faxing the results to your local
paper.

because U.S. Swimming; will probably develop
a system to pay scholarships (to train) to the
best swimmers. Those who will be hurt; will
be those who don’t qualify for those kind of
programs.

I’d like to talk a little bit about a vision
I have for United States Swimming in the
future. A lot of enthusiasm for swimming
in this country comes from summer league
programs, from high school programs, from
collegiate programs. U.S. Swimming needs
a stronger commitment to club programs.
They’re the only programs that we coaches
truly have major impact over. Other entities
control summer league, high school and college swimming.

We need to develop programs to give more
recognition and opportunity to grass roots
coaches. We need to develop heroes and
heroines among those who coach age group
swimmers because those coaching at the nationals would be nothing but for those heroes
and heroines.

As we see a country that taught us valuable
lessons in motivation, talent identification, national organization, in what a country can do
on a world level with a small population. They
taught us a great deal between 1973 and 1990.
We now have a window of opportunity. We’ll
be successful for the next few years just because of where we are. Whether we continue
to be #1 in the world depends on our will to
get better. If we say our system is the best and
continue where we are, we will not remain the
best five or ten years down the line.
As coaches we must control our own
destiny by becoming active in controlling
our sport. One of the big issues this year is
the NCAA Legislation. I hope as coaches and
parents you’re concerned about the fact that
the NCAA has discussed things-like limiting
colleges to one-a-day practice, limiting the
amount of time people-can train, limiting
the weeks per year that the swimmer can
train with the college coach. It infuriates me
that future swimmers will not have the same
opportunity that I had as a college swimmer.
We need to educate our swimmers and their
parents to what’s going on because it will be
their future if we don’t find a way to control it.
We need to find a way to keep the great
coaches in coaching in this country. I’m
amazed to see the attitude that when a great
coach leaves, somebody else will come along.
Believe me a lot of the top level people are irreplaceable. We need to find ways for our best
coaches to stay in coaching·;
We need to look at our mentality that the
grass is always greener. I’m appalled by the
number of phone calls I get from people seeking new positions. I know how frustrating it
can be to try to take an existing position and
make it better, but what if every swim coach in
this room made a commitment to make his or
her current situation the best that it could be.
We’d be twice as good as a country.
U.S. Swimming needs to look into the
future to see; what it can do for its athletes. If
NCAA legislation continues as it’s proposed,
the best athletes will probably not be hurt

We need to look at what got us excited
about swimming. I think in most cases, it was
dual meets, summer league swimming, high
school and collegiate swimming. U.S. Swimming needs to take the profit motive out of
swim meets and make it fun to be a swimmer.
If you’re a parent and you go to a soccer game,
then go to a swim meet the next day, you
know why we have trouble attracting good
athletes.
This country is losing 50% of its potential.
In going through the list of those who have
been coach of the year in the United States, I
don’t see many females. I challenge the women
in the audience to why not. I realize there are
many reasons that historically you have not
had control of, but you need to take control of.
If we tap that potential, I have no doubt that
we’ll be twice as good.
In the last two years we’ve lost George
Haines, Don Gambril, Paul Bergen, Randy
Reese, Dick Jochums, Doc Counsilman -legends. What that should mean to you sitting in
the audience is that there’s now a lot of room
at the top, and I hope 20 years tram now when
we’re talking about the greatest swimming
coaches in the United States that half of them
will be female and a lot will be from those sitting in the audience right now.
In the next few minutes, you’ll have the opportunity to make a choice - to stay in the
room or to leave the room. We’ll be having
the annual meeting of our membership, where
we’re going to discuss many issues of importance to swimming in this country, where
we’re going to elect the board of directors
that’s going to serve this association for the
next year and make decisions that will affect
swimming on all levels. And you will have
the opportunity to make recommendations
for the future of our organization and our
sport. It’s an important decision whether you
decide to stay or leave, whether you decide to
learn the issues, become involved, and make
a difference, or not. But for those of you that
choose to become involved, you will make a
difference. I thank you very much.

Team Motivation & Psychology in Swimming
n coaching our sport most of you are team
Ioriented.
However, we recognize the fact

Peter Daland, USC and Dutch Boy Swim Club
1979 ASCA World Clinic

that there are many successful coaches who
work on more of an individual basis and pride
themselves on developing individual stars, as
opposed to working with the team concept.
So, when I speak about the team ideal and the
team concept, I recognize the fact that it isn’t
the only way to go. For me, it is the only way
to go, and I feel it is the best way to go, but I
do recognize that there are other viewpoints.
Team spirit is certainly a big factor in USA
swimming success. In high schools, colleges
and many clubs, our individual sport has
become a team sport. I feel very strongly that
this has much to do with our success as a
nation in the sport of swimming. As an
example of the team ideal, about seven years
ago a boy on my team said, “I would rather
that we would win the NCAA1 than that I
would qualify to go to the 1972 Olympics.”
Tragically, we didn’t win the NCAA and he
did not go to the Olympics. This was a very
surprising statement and it was picked up by
our campus newspaper; they were amazed
that a person in a sport like swimming, which
they conceived to be an individual sport,
would feel so strongly about the team concept.
Another example that comes to mind was
in 1978, when we were having our disaster in
Long Beach at the NCAA meet, when we did
everything wrong. Bruce Furniss, who is a
totally team oriented individual, had one of
the best meets of his life. At the end of each
day he said, “I don’t know how much longer
I can keep going in this meet, I have a terrible
feeling that I am all by myself.” I said, “Bruce,
for the moment you are all by yourself, but
somehow you’ve got to keep going.” It was
really a credit to him that he was able to keep
going and have a great meet with everything
collapsing around him. The point is that
Bruce did it, not for himself, but he did it
because he felt he was all that was left of the
team effort. His effort saved us from total
disaster. It is really exciting to deal with
people who care that much about your team.
On recent Olympic teams we have seen the
same thing. In 1972 we had team meetings
and decided that we were going to go out
and win ten gold medals out of the fourteen
events. Jim Counsilman did an even better
job in 1976, when his team won all but
one first and 79% of all medals in men’s
swimming. There was a very strong team
spirit on that 1976 team. My swimmers told
me that it was very exciting being on that 1976
Olympic team because everyone worked
together and they were really a team. I was very
pleased to hear of this high level team spirit.

How is group unity or team spirit
developed? There are many ways. First
of all, I think it is important to let every squad
member know that he has the same chance
as every other squad member. In other words,
no favorites, no prima donnas, everybody gets
the same deal. Now I don’t mean that your
seven and eight-year-old will have the same
number of hours or the same coaches as your
seniors, but they still have the same rights and
they are still an important part of the same
team. On a high school or college team, the
Junior Varsity is also part of the “team.”
You should make them feel important, let
them be a part of the team. If there is a J.V.
meet, ask the varsity swimmers to go to the
meet and support them, the attitude is that,
“the members of the J.V. support you, you
go support them” It is amazing how appreciated this is by the little people, when the big
people show up in the stands. On my teams,
we do not have any stars, we have only squad
members. When John Naber was on our
team, he was only going to do his best for the
team. The only stars we have ever had are
our alumni. As soon as a person becomes an
alumnus, be becomes a star.
The second way to engender the team ideal
is through pep talks. First, there is the positive pep talk. This is usually for the person
who needs more confidence. “You are a good
swimmer. You will do well. You have worked
hard. You deserve a good result. You are big
and strong.” Or, “you are small and have no resistance to the water. You can twist it anyway
you want it. A really positive talk, where you
reinforce the swimmer, is a positive pep talk.
The second type is what I call “the negative
talk,” but that is a poor name for it. This talk
is for the person who is over confident and
a little behind on the amount of work done
during the season. “Up to this point, you have
done a very poor job relative to your abilities.
You have not done the work, you have not put
the time in. You know it as well as I know it.
You are not where you should be at this stage
in the season. But, the day can still be saved,
we still have ____ weeks, or ____ days and
this situation can be turned around. You are
holding out the ray of hope, “now you owe it
to everybody, particularly since you’ve done
such a poor job up to now.” You load the person with obligation, you show him the light,
and you say, “you have no choice, you’ve got
to do it.” I call this the “Negative talk,” because
you start out with very critical attitude. The
third one I like to use is the comparative talk.
You talk about the athlete or the team and
another athlete or the team. You tell them that
they are bigger or they are stronger, or they’re

better looking. “Our program has done more
mileage,” or “our program has worked more
speed,” or, “we have done more weights.” You
tell them that the other person has a tendency
to have bad habits, etc., “but a clean person
like you is going to beat someone like that.”
You continually compare in every respect and
show them on every point how they are
better. “Here we are the mighty Spartans, we
are certainly better than the Wolverines.
A Wolverine is a smelly little animal running
around the north of Canada. A Spartan is one
of the most gallant warriors ever to come out
of ancient Greece; certainly it is more nobler
to be a Spartan than a smelly little Wolverine
running around northern Canada.” You make
these comparisons, and you may laugh, but
it sinks in. You must understand that I am
not really talking about any two teams in
Michigan. Then there is the fourth type of
pep talk which I call “Queen and Country.”
This is when you get out the banners and the
flags, and tell them they are going to do this
one for the great traditions of the _______.
They are going to do it for the big ______ and
they are not going to let those little _____
come up here and do us in. We are going to
do it for America, and for God. You use all of
the sources of might and power that is going
to come into the swimmers’ minds. In New
Haven they say, “for God, for country and
for Yale.” It is amazing how effective this can
be with young people. We laugh because we
are a little older and more cynical, but young
people absorb this. Every successful dictator
has used this type of thing with great effectiveness, and coaches are dictators. We are
not running a democracy, if we are, we are all
finished. We are running a dictatorship and
we should study the propaganda methods of
the great dictators of history. It pays to be a
history major.
Another way of engendering team spirit
and ideal is through team traditions. At USC
we use the captain’s election. We make this
a very big and serious ceremony. It comes
at the end of our team banquet, which we
make a big deal, with 200-300 people at the
banquet. The last thing on the program is
the old captain introducing the new captain. Nobody knows, except the person who
counted the votes and the old captain, who the
new captain is. I do not know, I have nothing
to do with the counting of the votes, I don’t
want to know. This is a tradition that has gone
on for many years and makes being captain
a very important honor. Pre-meet rituals are
another devise. How many of you have seen
one of our better southern college teams go
to a meet and pour liquid into the pool before
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the meet? Tennessee started doing this and
people laughed at first, but for that team it has
become a very important ritual and has helped
make them a team. They were the only group
in the pool that believed in what was happening, it made them different and it pushed
them together. It was a very smart idea. Ray
Bussard has a lot of good ideas on this subject.
We also have labor details. This may sound
foolish, but we have records for how fast the
freshmen put the lane lines in and out. Putting the lane lines in and taking them out of
the pool is a responsibility of the freshmen,
and we keep records on how fast this has been
done. Our assistant coaches not only coach
swimming, they also coach lane lines in and
out of the pool. The new coach at Princeton,
Rob Orr, is the greatest lane line coach we
have ever had; the record his freshmen set has
never been bettered. This is a big deal, a lot
of work gets done, and they become part of
a team. We have a nine-man record and an
eleven-man record.
It is also important to relate the present to
the past, even if your past is very brief; honor
the heroes of yesteryears, talk about the people
you have had in the past. If you were at
Indiana, you certainly would want to talk
about Mark Spitz and his seven gold medals
and all the other incredible things he did. If
you are at “Joe’s Swim School” you can talk
about the great ten-year-old you had three
years ago, who still holds most of the club
records in his age group. You might even
have him come back as a fifteen—year- old
and talk about his ten-year old records. You
can be sure that I am very happy when John
Naber comes back to the Campus. Honor the
people from yesterday, tie the past and present together and you have even more people
behind you.
Then there is the idea of team projects,
whether it a fund raising or whatever; the
whole team does it together. Last year our
girls’ team got involved in a jog-a-thon, and
they made a lot of money. The project tied
them together, they were proud of what they
had done together. Then they went off to Hawaii for the Christmas holidays to train, and
this made them even closer.
Plan team functions such as the banquet,
team parties, go to the beach, go to the
mountains, go anywhere as a team and do
something. We go to Disneyland together
once a year as a team. Then there can be
special meetings, aside from the regular meetings, where you might just have a friendly get
together.
Team meets, dual meets, in my opinion,
constitute the greatest difference between
college and scholastic swimming as opposed
to AAU swimming. The biggest problem we
have in our competitive programs at the club
level, is that almost all of our meets are the
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open invitational type of meet. Here it is very
difficult to get the team spirit going, when
there are twenty to a hundred teams in the
meet and the first swimmers swim only every
tenth race. It is much easier to have team
spirit in a dual meet, where your people are
swimming in every race against the opposition. If you want to build team spirit, having
dual meets is the fastest way I know to do this.
In my summer club, Dutch Boy Program,
we have four to six dual meets because it is
quick and painless, and it also makes it a team
project.
Then there are relays, everybody loves
relays, except those who do not make the “A”
team. Parents can create problems over relays
when they feel their kids should have been on
the “A” team. I am sure you coaches have had
this problem. In our area we have a college relay carnival put on by Jon Urbanchek at Long
Beach. Everybody swims for his university,
about sixteen or more colleges swim in this relay carnival and everyone on the squad swim.
This is a great thing for team morale.
Another thing is to ask each squad member to make a commitment of some sort for
the team, giving up one of the pleasures of
life, whether it’s eating candy, or going out
on week-night dates, or whatever. The squad
member sacrifices something for the good of
the team. This makes their commitment for
the team much stronger because they have
paid a price to help the team.
Finally, utilizing group as opposed to
individual training in workouts. Today in this
country, most training is group training, but
years ago there were many people swimming
individual workouts from those posted on the
bulletin board. Today the group idea of everybody banging heads has certainly helped the
team concept. I believe it is important to use
both competition and cooperative swimming
methods. In other words, part of the time
people banging heads against each other, but
with the idea of not doing it to build up Bob
and tear down Jim, but doing it to make both
better. One swimmer on my team said he was
happy that so-and-so will be there, because it
is going to help him to be training with him.
The other side of the coin is for the swimmer to be afraid that the other swimmer will
beat him out of a place on the team. Incidentally, one of the great advantages to American
swimming is having people from other Countries coming here to train. A lot of the critics
say we are the losers because Par Arvidsson
is training here and is going to go back to
Sweden a better swimmer and is probably going to win the Olympics. Wrong! Wrong! One
Par Arvidsson got better, and probably fifty
American
swimmers got better as a result of facing the
challenge that he produced. So we are the ultimate beneficiary of good swimmers coming

here to train. The same applies to your team,
the good swimmer isn’t just going to beat the
others, he is going to help them, because as
he competes against them he is going to force
them to get better.
You also need some cooperative training,
where swimmers work together and help each
other and not just beat each other. During our
taper period we often have swimmers working
in pairs. They will swim alternately, with one
timing the other, and he looks at his stroke,
looks at his turn, encourages him and announces the times to the coaches and the rest
of the team. This is sort of a buddy system.
This really helps, because in the taper period
when the individual needs a lot of support, he
gets an extra coach and a very good friend.
Now what difference can team spirit make?
The things I talk about help, but what does it
really do? First of all, for the individual the
workouts have more purpose. Re is not going
through hell just for himself, he is doing it for
the entire team. There are a lot of swimmers
who go through a lot of pain for the team that
they would not go through just for themselves.
So, it makes workouts much more meaningful for the individual. The meets also become
much more exciting. As I pointed out, the
most exciting meets are dual meets. There is
nothing like a dual meet to breed wild-eyed
enthusiasm and team fanaticism. You have
all seen it even with teams that are not very
good at swimming; it is exciting because of the
competition and the team spirit with which
each member can identify.
The self-confidence of the individual
swimmer is raised tremendously by the team
spirit. Even the shyest person becomes much
more confident because he has all those other
people behind him. He can take great confidence and gain courage from the fact that the
stronger swimmers are his friends and teammates.
Many swimmers will stay in the sport,
and many are in the sport in the first place,
because of the team concept. I have had a lot
of people who swim only because of the team;
if you took the team thing away, and try to get
them to swim for themselves, many swimmers
would stop swimming all together. It would
not be of interest to them because they are
team oriented and as long as the team ideal is
there they will swim. They want to swim for
some reason bigger than themselves. So, the
team idea is keeping many swimmers in the
sport. I have had many come to college with
no idea of swimming because they had had
early experiences in age group and had given
it up. But because of the team they have stuck
with it.
The coach’s work is made easier by the team
concept. Many problems never arise or are
quickly solved because of the team concept.
A lot of kids will bypass things they might do

because of the team idea, and they will shape
up if it is for the good of the team. So, a lot
of the coach’s dirty work is resolved as soon
as the team concept is established. Not only
that, a lot of the disciplinary problems will be
solved by squad members, because they are
interested in the team and they will take care
of it. They will say, “you can’t do that because
it is not in the best interests of the team.” That
is a tough argument and one that is tough to
beat. So a lot of the disciplinary work is being
done by squad members and by the individuals themselves, through the realization that
if they persist they are betraying the team -which no one wants to do.
The team spirit makes it very worthwhile
for the supporters of the team, parents, people
putting money into the program, etc. When
they see the team spirit, they will be more
willing to con tribute. This applies if it is
“Joe’s Swim School,” the University of Southern California, or the U.S. Olympic team.
Someone has to go out and raise money
and that is really only fun when they see
something coming back, and the thing they
see coining back is the development of the
individual through the team ideal.
How do we apply this team orientation?
How do we put it into action? How does it all
work out? First, we establish long-term team
goals, to achieve a certain place or result in the
champion ship or the final meet or just during
the season itself. A continual propaganda
must be maintained toward this goal. At this
point you may use music or banners or pep
talks, or any of the things I have talked about
earlier and put them into action. The first year
I had Dutch Boy, I coined a phrase, “Top Ten.”
I said it every day and finally all the kids were
saying, “Top Ten.” We wanted to be in the top
ten the first year with this club, and I thought
we could do it. They all started saying it. We
looked at what it would take to be in the top
ten and they agreed they could do it. Then we
went to work and came in sixth. The next year
we said, “number five.” So we came in fifth,
now we are saying, “number four.” This is a
sample of the type of goal setting devise you
can use. I am showing you the kind of little
phrases that we used in our program.
In this continual propaganda toward your
final team results, you need to develop personal and statistical information on your own
team, best times lists, all sorts of things. If you
are coaching a high school, college or even
a major club, you can develop a press book.
Anything like this is going to help the team
and this information can be passed out to the
team supporters. Then you should develop
the same personal and statistical information
about rival teams. One year, Willis Casey said
to his brother Ralph, “for all the studying I do
of your team and all the studying you do of my
team, why don’t we just change teams?”

The more information you have on your
opponents, the more alive they become in
the minds of your team. On the day of the
meet you almost know the rival swimmers,
because of the study that has been made of
the opposition.
Then we need the acceptance of each
individual member of the team as to their
responsibility for what they are going to
contribute to the team goal. For example, the
places that they need to achieve in their events
to contribute to the desired final outcome.
These are commitments that they are making to themselves and together for the team.
Once a person makes a commitment they are
a lot more dedicated. The commitment must
be realistic, and, of course, they don’t always
achieve the individual goal. At least, if you
can get the commitment, you will have a much
more unified team, and a harder training
team.
We have to strive in our propaganda for the
total concentration of all mental and physical
powers of the swimmers for top performances
in the championships, or whatever the big
goal is. At the same time we must not allow
this meet to become too important. If it is
overplayed, Certain squad members will feel
that they have only one important meet this
year and are not going to worry about any
other meets. The result is that they swim very
poorly for a long period of time then begin to
wonder if they can do it after all - confidence
drops away. There is also the high- strung
type of swimmer who is going to collapse
psychologically if you make the contest bigger
than they are. The competition must never be
bigger than the psychological strength of the
athlete. The Olympic trials are a great example. At the Olympic trials in Austin next year,
a certain percentage of great favorites will not
make it for psychological reasons - because the
trials will be more than they can handle mentally. With these people the trials have to be
treated as just another meet. We have all seen
these little tragedies take place and many of us
have been responsible because we did not play
down the meet. Don’t let the meet get too big
for the team members. We also need shortterm goals as stepping stones for the team and
for the individual in order to have the great
final success. Most coaches make a formula,
they might say that at the league or regional
level my swimmers should be half-way from
their early season performances to their ultimate goals. They establish some sort of simple
formula to give the swimmer a stepping stone
program so they know how they are progressing. They know that if they have their times
within the formula at a certain meet, they
know that they are on schedule and this gives
them confidence.
Another little point is a little philosophy of
mine and I think it helps my team. You may
not like it, but I do and I think it helps. Rotate

away from success in swimming whenever
possible. For example, if in the first meet of
the year, Mary has a great success in the 100
freestyle, my suggestion is that she does not
swim the 100 in the second meet because by
the laws of probability she may do worse. The
odds are heavily against her doing better in
the second meet after doing so well in the first
initial swim. So I suggest rotating to another
event in which she has not had success. Then
instead of having one win and one loss, you
have two big wins. Remember, if we are building up the mind, the psychology of positive
thinking, then we want to stay on the victory
trail. If your team needs to have Mary in the
100 free in the second meet in order to win,
then you have to prepare some kind of an out
for her in case she does not go better the
second time. You cannot let the good early
swim work against you, you have to make it
work for you.
To sum up, swimming team coaching is
nothing more than aiding individuals to work
collectively to achieve goals which they would
probably not have achieved on their own.
That is the way I view the coaching of swimming. That is what I try to keep as my guide
line, to have them do as a group under the
direction of our staff, what they wouldn’t do
if they were working individually.
Questions and Answers
Q. How do you deal with individual goals
that do not fit into the team goals?
A. I think you are talking about an athlete
in an Olympic year and how you can get
him excited about a scholastic or collegiate
program which has meets which the Olympic athlete does not regard as being in his
best interests. This is a problem that will be
faced all over the country this year, because
there are a number of athletes who feel
they want to get ready for the Olympics
and not worry about high school or college
meets, or even local AAU meets. I think
there has to be some sort of compromise. I
told my team that I want us to do well as a
team and as individuals during the university season. Equally important, I want as
many of you as possible to be as successful as you can and make the Olympic trials
and the Olympic games. We are all going
to have to play that situation by ear. A
number of good swimmers will not return
to college this season so they will not get
sidetracked by the college competition.
Q. Do you hold up the faster repeat swims
for the others who are not achieving the
same level of result?
A. I would do so only if the slower group
had the same ability and could do as well,
if they couldn’t, I would try to get them to
work at a higher level of potential.
Q. What did you say to your team when
you came in fifth after thinking you could
come in first?
A. We had a meeting at the end of the pool
and we sat there and I made them watch
everything the University of Tennessee was
doing at the other end, throwing the coach
in the water, cheering, shouting, etc. and I
said, “I am sorry that isn’t us, but please
look at that scene and remember it so we
can do better next year.
ASCA NEWSLETTER | 15

MONDAY’S
INSPIRATION

it comes down to the simple
but profound truth that effortful learning
changes the brain, building new connections and capability.
the path to complex mastery and expert performance does not start from exceptional
genes, but entails self-discipline, grit and persistence. if you want to become an expert,
you probably can.
From MAKE IT STICK, The Science of Successful Learning,
by Brown, Roediger, and McDaniel.
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How Do You Know
Someone Is a Top-Notch Leader?
Look for These 4 Signs
If you’re going to build a leadership team to change
the world, start with these 4 attributes.
If you find yourself seeking to improve your leadership skills, remember this: Leadership is a journey,
so enjoy the ride. And just when you think you’ve arrived at the top of the mountain, look up:
You’ll always find another peak to climb.
This is what an old sage told me when I hit thirtysomething.
Actually, back then a few wise business leaders who were further down the road than
I told me I’d need to learn several things in order to attain their level of success.
They saw right through me and they knew where I was headed (not a good place).
I didn’t listen then, and sure enough, it cost me. I hope you don’t make the same mistake.
Here are the lessons I wish I got right the first time.

1

Remember that humility
trumps arrogance.

The best leaders demonstrate humility (like Level 5
Leaders documented in Jim Collins' Good to Great)
and turn away from selfish interests. While not exactly a
"power" word, research continues to define and validate
humility's leadership effect on others. Collins determined
from his own extensive research that these respected
leaders direct their ego away from themselves to the
larger goal of leading their company to greatness.
In essence, humble leaders achieve greatness without
arrogance. They shift from ego to humility, which can
drastically alter the outcome to their advantage.

3

Practice patience. Then
practice it some more.

Smart leaders continually evolve by soaking up
the wisdom of others, acknowledging that they
don’t know it all. Someone once remarked, “ If you’re the
smartest person in the room, you’re in the wrong room.”
Leaders with a growth mindset rotate from one room to
another to absorb new knowledge by young and old alike.
They view themselves as a small fish in the great big pond
of life -- seeking out connections and appointments with
others to learn new things they can bring back to
their work.

18 | ASCA NEWSLETTER

2

Go out of your way to soak
up the wisdom of others.

Smart leaders continually evolve by soaking up
the wisdom of others, acknowledging that they
don’t know it all. Someone once remarked, “ If you’re the
smartest person in the room, you’re in the wrong room.”
Leaders with a growth mindset rotate from one room to
another to absorb new knowledge by young and old alike.
They view themselves as a small fish in the great big pond
of life -- seeking out connections and appointments with
others to learn new things they can bring back to
their work.

4

Always choose integrity
--over and over and over.

As the saying goes, doing the right thing, even
when no one is looking, isn’t always easy, but it may just
save your rear. I was once faced with an assignment that
tested my integrity -- being tasked with lying to a client to
save an account. I heard that inner voice whisper, “It’s not
worth it, you’re being set up.” I refused to do it, and was
told my services were no longer needed.
After leaving the company in complete peace and with a
clear conscience, I landed a great position weeks later with
a reputable company that took my career to another level.
Listen, integrity is a choice we must keep making over
and over again. When you walk the talk, the benefits are
tremendous:
• You don’t question yourself.
• You command respect.
• You know truth.
• Your confidence shines for others.
• You have influence -- people listen to your words
because they trust your character

How the IOC Can Save Some
Money and Put It in the Athletes’
Bank Accounts…
Coates claims cost-cutting measures proposed by Tokyo 2020 could save $100 million
July 12, 2018 - Inside The Games
A total of 30 cost-cutting measures proposed by Tokyo 2020 could save around
$100 million (£75.6 million/$85.5 million) from the running of the Olympic and
Paralympic Games, International Olympic Committee (IOC)
And then This from an Olympic Insider who Loves the Games and
Can’t Stand the IOC’s corruption…

Dear Mr. Coates,
I know where you can START….
They can start by having you and the other 200 - 300 IOC members and staff ride
busses like the athletes vs their own fancy sedans
They can start by having you and the other 200 – 300 IOC members and staff stay in
village/dorm style housing like the vast majority of athletes rather than in 5* hotels
They can start by having you and the other 200 – 300 IOC members and staff eat in a
cafeteria like the vast majority of athletes rather than at Michelin rated restaurants
They can start by having you and the other 200 – 300 IOC members and staff fly
economy class like the vast majority of athletes
Even better, they can start by having you and the most of the other 200 – 300 IOC
members and staff that are completely superfluous to the conduct of a successful Games
stay home!
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TUESDAY’S
INSPIRATION

“To Dare is
To lose one’s
fooTing
momenTarily.
noT To Dare is
To lose
oneself”
Soren KierKegaard, denmarK,
(considered the first existential philosopher)
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The “X” Factor

I

Dr. James Counsilman
Condensed and Edited by Bob Ousley, Executive Director, ASCA.
1971 ASCA World Clinic, Montreal

s there any one factor or trait that
determines a successful swimming coach?
If there is, could we educate a coach to have
this particular trait? The business world has
long wondered what makes a good executive,
a good administrator, or a good salesman.
Research into this ingredient of success has
led to the use of multi-million dollar testing
bureaus. For example, the executives of U.S.
Steel are given personality tests, intelligence
tests, leadership ability tests, and others in every possible measurable area. So far they have
had very little success in identifying any single
trait that their subjects have in common. For
instance, they sometimes find the lowest paid
filing clerk to have more basic intelligence
than the highest paid executive. They have
determined that once a person reaches a level
of intelligence somewhere above average, that
higher intelligence by itself is not necessarily
a determinant. So, we cannot give all coaches
intelligence tests and determine that the most
intelligent will be the best coach. If this were
true, then all we would have to do to select a
good coach is hire the man with the highest I.Q. It might be just the opposite, a man
with a high I.Q. might be too smart to get
involved in coaching.
Let’s get back to the business world. I
personally feel that intelligence has a lot to do
with success in coaching, in business, in almost any field of endeavor. However, the type
of intelligence I am speaking of is not the type
that can be measured by academic testing, it
could better be called a type of “perception”.
The business school at Indiana University has
found their search for a common denominator from which to predict success to be rather
fruit less. They have, however, isolated an
unidentifiable factor which they have named
the “X” factor. They can’t sharply define this
factor, but they talk about it, and they feel they
are closing in on a definition.
I would like to apply this “X” factor to
swimming coaches. They know a little about
this factor in business, and I would like to
mention a few of the dangers encountered by
business in attempting to build a perfect administrator. Business has sent its top administrators to training courses -- very much as you
have come to this clinic -- they send them to
universities and sometimes to the Menninger
Foundation in Kansas. The most outstanding
business training course is given in Kansas at
the Menninger Psychiatric Clinic. Here, three
times a year, a course is offered to top executives at a fee of $1200. Entrance is limited to
20 per group in three groups, and is called
“Understanding Man”. Business sends its
top executives to this clinic, the theory being
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that with this type of training they will return
and do a better job. Just as many of you have
come here and hope to return to your swimmers and do a better job with them.
Unfortunately, business has found that
many of its executives go back from such a
clinic and do worse. Likewise many of our
coaches go home from these clinics and do a
worse job of coaching than before. I can see
some of your kids now saying, “Oh my God,
Coach has been to one of those screwy clinics
again. Now we get all of those screwy workouts and those crazy ideas on stroke mechanics”. I believe that we must continue to experiment, to continually change our programs and
our methods. Therefore I do not recommend
that we stop attending clinics such as this, but
I would caution you about one thing.
There are examples of men who have
trained themselves to be coaches, devoted
their entire lives to that end, and failed miserably. Some of these men have been warned
before they start that they will fail, just as I
now warn some of my graduate students that
they too will fail. Why do they fail? Let us
take a partially true case and synthesize an
individual, give him a false name -- call him
Frank Zilch.
Frank Zilch came to me some years ago
and said, “I want to study under you, learn all
that you know, take all the scientific courses
available, so that I can become the greatest
swimming coach in the world”. Of course, his
approach was wrong, this was not the thing he
should have said.
As his graduate advisor, I set out to plan his
education. Theoretically, he had everything
going for him; he was good looking, he had
desire, he had lots of energy, he was intelligent, and with good planning we should be
able to make a great coach out of him. But, as
it turned out, it was an impossible task, because he lacked the “X” factor, which we will
discuss later.
Frank Zilch read all the research on swimming he could find; he read the “Research
Quarterly”, “Swimming Technique”, “The Journal of Applied Physiology”, and many, many
others. He attended all the coaching clinics
he could find, he did research, he lived, he ate,
his every thought and every waking minute
was applied to swimming. We designed his
courses to cover every area of knowledge
possible that could contribute toward making
him a great swimming coach. He knew more
facts about swimming than any person in the
world, his brain was crammed with swimming
knowledge. In setting up his course of study
we tried to give him a full education in the

areas necessary to make him a great
swimming coach.
He had to be a great physiologist -- to
understand the process of conditioning; what
happens to the swimmer’s body when he
trains. The perfect coach should know that
the swimmer’s body changes as he trains,
he should understand these physiological
changes that occur. In preparing the perfect
coach for this area of knowledge, he should
certainly read Dr. Selye’s book on Stress and
Adaptation. Frank Zilch studied all of this.
The thought must occur to you, “does all of
this really seem necessary?” We all wonder if
we should not concentrate on just training the
swimmers and let Dr. Selye and others do this
type of research. Maybe we should learn by
trial and error by either over working or under-working our swimmers. Most of the US
progress in training technique has occurred
through trial and error. The Europeans, in
particular those from the Iron Curtain countries, are usually surprised and disappointed
when they visit training sites in the United
States and fail to see the American coaches
taking pulse rates and electrocardiograms.
They expect American coaches to be more
scientific, they expect us to take pulse rates,
they expect us to take electrocardiograms, and
to measure all physiological changes in our
swimmers. During a recent trip to Russia, I
gave an hour lecture at the Russian Institute
for Physical Education in Minsk. During the
question and answer period the questions
were entirely on minute de tails such as, “did
the swimmers take vitamins?”, and “how many
milligrams of Vitamin C did they take”? “Do
you measure their electrocardiograms?” They
asked no questions on training of swimmers,
on repeats, etc.
Later we had a special conference with officials of the Russian sports field. There were
about six or eight sitting about the table: they
had a nutritionist, an expert on fluid mechanics, a physiologist, they only thing missing was
a swimming coach. Again, the questions were
on, in my opinion, irrelevant subjects. Their
favorite question is on the “T” wave. Then
they asked the sixty-four ruble question. They
wanted to know why they were not getting
better swimmers in spite of spending millions
of rubles. They asked if they were behind the
times, they asked what we in the U.S. were
doing that they were not. I told them that
they were actually far ahead of our country
in scientific methods, but they did not understand. I think the Russians are missing the
“X” factor.
We have had similar experiences with the

East Germans. They too are going about their
swimming on a very scientific basis. They
select their future athletes on a scientific basis,
as they are also doing for their future scientists, mathematicians, physicists. When an
East German child shows promise in any area,
math, science, sport, etc., he and his family
are often moved so the child can be enrolled
in a special school or institute that is designed
to nurture this skill. The East Germans, like
the Russians, wonder why they are not having
greater success in these areas. The answer is
again, I believe the “X” factor.
In the United States we throw our 500,000
age group swimmers into the pool and let
the best survive. The ones that come out on
top have the physical ability and have fought
their way to the top through hard merciless
work. We do not coddle our swimmers: our
swimmers, also the Canadian and Australian
swimmers, are not pampered. We throw them
all in the pool and let the best survive. I favor
this system over the scientific approach of the
Russians and East Germans. They approach
things too scientifically and forget that it is a
dog-eat-dog competition. The Americans, the
Australians, the Canadians, and a few others,
produce the toughest swimmers because of
the system that forces them to fight their way
to the top. This is why these swimmers are the
toughest in the Olympics and other international meets.
In business they have a saying, “You never
see a good-looking salesman”.
I don’t
know how really true this is, but possibly he
doesn’t sell much because he is too busy with
the farmer’s daughter. The point is, I believe,
you want to stay away from people who have
everything going for them.
I’ve yet to have a good swimmer
who was talented physically and also
well-adjusted. A person can have all the
physical and mental attributes and not do well,
because the person with everything going for
him does not have a strong ego
drive. Perhaps this ego drive is part of the “X”
factor we have been talking about.
Now back to Frank Zilch. He had everything going for him. We trained him to be a
good physiologist, now we will train him in
stroke mechanics. He studied physics, fluid
mechanics, he studied underwater movies,
he learned all about Bernouili’s principle, and
he studied every aspect of stroke mechanics.
This is another area in which the Europeans
seem surprised to find that American coaches
are not spending more time on the deck with
stroke mechanics. I do not believe any coach
could teach Mark Spitz to swim the way he
does, much of this he has done on his own.
The better a swimmer is, the less he really has
to be coached. If you have a Mark Spitz, just
sit back and enjoy him and try to learn from
him.

How does a swimmer learn? He learns
through trial and error. Why doesn’t everybody learn the same? Because we all have
varying abilities. We have photographed dogs
swimming, and have learned that not all dogs
swim naturally, in fact some nearly drowned.
We found that at first most dogs tried to swim
with all four feet, then gradually learned to
pick up the hind feet and swim only with the
front feet. However, in the case of the Labrador retriever, they learned to swim this way
usually on the second time in the water, much
sooner than other types of dogs. We studied
the Dachshund and on the twentieth time in
the water he was still trying to work all four
feet and nearly drowned.
I believe the Gary Hall’s, the John Kinsella’s,
the Mark Spitz’s, are the Labrador Retrievers. Unfortunately, most of you will get a lot
of Dachshunds in your programs. so·, many
of our great swimmers swim well in spite
of us lousy coaches. Those of us who work
only with the Labrador Retrievers have a real
advantage. So, you club coaches keep on
sending us the Labrador Retrievers and keep
the Dachshunds.
Those of us with the top twenty college
teams just go out and recruit the Labrador
Retrievers from the local coaches so we don’t
have to know very much about stroke mechanics. The better the swimmer, the less you
have to work on stroke mechanics. I believe
stroke mechanics are extremely important, but
at the lower levels.
The best stroke mechanics men in the
U.S. are the lesser known coaches in the local
programs.
We now have Frank Zilch well qualified in
physiology, and in stroke mechanics. Next we
go to what I feel is the most important area of
all -- psychology. This is one area in which the
Russians and East Germans were very complimentary to the Americans. They marveled at
the rapport the American coaches have with
the American swimmers. They have remarked
at what great psychologists the American
coaches are, how they can motivate the
swimmers in spite of the fact that we don’t do
scientific testing, and don’t work with stroke
mechanics. I believe that if you gave three different coaches - one psychologist, one a stroke
mechanics expert, and one a physiologist
identical teams that the psychologist would
win every time. A good psychologist can
motivate his swimmers to work hard and to
dedicate themselves to the sport. They can
keep the swimmers happy so they will enjoy
the sport and stay with it, they can recruit the
best swimmers, and they can handle the city
council and the parents. The good psychologist in time will become a good organizer and
administrator, he will have a large team and
attract the Mark Spitz’s and the Gary Hall’s
to his team. So, this is the way to become a

good coach.
Finally, let me tell you what I think the “X”
factor is in successful coaching.
The
“X” factor is, to quote an old saying, “The
ability to separate the wheat from the chaff ”.
Another way of emphasizing it is to say, “You
must be able to recognize the important
things and work on them; and to minimize
the unimportant”. Let me give you an example:
we have seen mothers and fathers, and a few
coaches, walking up and down the pool deck
as the swimmer is swimming with dropped
elbows, over-kicking like mad, and he is being
yelled at, “kick, Jack, kick”. In other words,
they ignore the important item - the dropped
elbows - and emphasize the unimportant by
yelling “kick, Kick”.
I feel that the present trend of doing everything for the athlete is not good. For example,
I could put a timer on every swimmer in my
practice, keep all their splits for them with
managers, but I do not because I want them to
be aware of what they are doing. Too often we
do so much for them that they stop using their
brains -- they stop thinking about their own
activities. It is important for the swimmer to
know his own times so that he understands
the significance of what he is doing.
Another place in which the coach fails the
swimmer is when he allows parents and others
to come on the pool deck and engage him in
conversations during practices. The coach’s
responsibility is to the swimmer not to the
parent or others. The swimmer is important,
the parents are not important. This is another
example of where the coach must recognize
the important thing-- the swimmer, and
ignore the unimportant -- the parent.
The “X” factor is then, in other words, the
ability to see what has to be done and doing it.
The great coach recognizes what is needed to
do the job and then does it. This applies not
only in coaching, but in business, in administration, in every aspect of life. Another way of
saying it is; cut through all the detail and get
·to the heart of the matter. The perfectionist
usually does not make a very good coach; he
is too busy taking care of the little details and
seldom gets to the heart of the matter.
At the present stage of development in
swimming, the great coach must have two
basic abilities -- he must be a good organizer
and a good psychologist. The good organizer
will have the large team, he will attract the
good swimmers from other teams, and he will
develop the Mark Spitz’s and the Gary Hall’s
of the future. The good psychologist will be
able to handle the parent problems, he will get
along with the city council, he will be able to
communicate and get along with the swimmers, and he will have the “super” team.
The good coach today need have only an
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ditioning physiology and stroke mechanics.
He does not need these to get the job done
today. However, nothing remains static, and
in the future these last two areas will become
more and more important. As more superior
athletes come out for swimming, as more
talented people go into coaching, as more and
better facilities become available, all of the
aspects of knowledge that we have dis cussed
will become important.
I frankly feel that we are on the verge of a
tremendous knowledge explosion in the area
of competitive swimming which will make

the more technical areas of knowledge more
important to good coaching. These meetings we are attending here should help us to
separate the import ant from the unimportant
and make us better coaches. I would like to
attend this clinic a hundred years from now
to see what is being discussed. By that time
they should have simple electronic devices
that can be put in the swimmer’s ear to monitor pulse rates, blood lactate, and other such
physiological data. We are not ready for this
sort of thing today, but even a hundred years
from today, the inherent behavioral patterns

of the swimmers will be the same as today,
good coaching psychology today will be good
coaching psychology then.
In closing, I wish all of the speakers the best
of luck in communicating some of their “X”
factor so that many of us can gain from this
conference.
Finally, if Frank Zilch is here, I apologize to
him.

WEDNESDAY’S
INSPIRATION

“if you don’t make mistakes, you’re not
working on hard enough problems.

and that’s a
big mistake.”
Frank Wilczek, American Theoretical Physicist,
Nobel Prize Winner.
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Preparation for life

by Phil Hansel
Reprinted from : Swimming World Magazine, February 1988

Not everything we do in life is a pleasant experience.
Not everything we do is beneficial. Not everything is
productive. Not everything is a nurturing, loving
experience. Life is full of negative, destructive experiences.
Rejection, defeat and failure surround all of us.
The trick is to be prepared to deal with this side of life and
learn to overcome discouragement.
I have always felt that the great value of swimming as a sport is that it prepares one for
life. The total swimming experience is made up of people, attitudes, beliefs, work habits,
fitness, health, winning and losing, and so much more. Swimming is a cross section of
lifetime experiences. It can provide so many learning situations. A swimmer learns to deal
with pressure and stress, sometimes self-imposed, sometimes applied by others.
One learns to deal with success and failure. One learns teamwork and discipline.
Swimming becomes a self-achievement activity. There is only one person in the water
in a given lane in any race. The responsibility for performance ultimately lies with the
individual. How well the individual has prepared physically and mentally to a large degree
will determine the performance level.
Many swimming experiences can be of the disruptive, discouraging type. But at least
a young swimmer learns that this is part of life, and the swimmer must learn to cope.
By learning how to handle frustration and disappointment, the young swimmer gains
confidence. The swimmer learns dedication and commitment. Through perseverance,
a swimmer learns to overcome adversity. All of these experiences tend to develop an
individual who is better able to handle life’s hardships and face problems.
As coaches and parents, we tend to preach that hard work will lead to victory. We preach
that clean living and proper training such as diet, sleep and regular attendance at workouts
will lead to winning. Though in the long run for a productive, successful life, these are
probably truthful concepts that don’t always work in short term situations.
We have all been in situations where a bigger, more gifted person with poor work habits
is the victor in race after race. Or we’ve known others who never seem to study, yet get
good grades. We’ve known business people who never seem to lift a finger, yet for one
reason or another, they close deal after deal.
These things just are not fair. Yet this is one of the valuable lessons that swimmers learn:
“Life is not fair.” We don’t all start out in life with the same physical, mental, emotional and
financial resources. In that respect, “Life is not fair.”
A swimmer must learn what is fair for one is not necessarily fair for another. A swimmer
learns we are all different and each individual controls his or her own destiny. A swimmer
learns to emphasize given talents and skills. A swimmer learns to improve on a regular
basis. By not setting limits and restrictions, this improvement will surely lead to success.
A swimmer learns if he or she does their best, then there are no failures. A swimmer
learns to set realistic goals. Once a goal is reached, then new goals must be established.
A swimmer learns that effort becomes an individual crusade. If the ultimate goal is an
Olympic gold medal, then with the proper talent, dedication, belief and support, all
swimmers believe it can be done. This is the positive achievement side of swimming that
I like so much. Through experience in swimming, our young people learn attitudes and
habits that will remain with them throughout the rest of their life. Most swimmers learn
to be “can do” people.
Generally, these positive attitudes, belief in self and solid work habits will produce a
terrific adult. Our society and our world are enriched by these former swimmers as they
become adults. Because of their training, they handle life with a smile. They contribute
time and energy to others in every way imaginable.
We can be proud of what swimming contributes to this world. Though “life is not fair,”
a swimmer knows how to deal with that and can achieve a balance. For the most part,
former swimmers grow up to be ordinary people, but they always have that extra plus from
the swimming experience.
We are different and can be proud of it. It’s a pity and truly “unfair” that thousands and
thousands of young people are missing the swimming experience. We must open our
programs to everyone. We must find ways to share our fantastic sport.

Phil Hansel in 1982

Phil Hansel
(February 18, 1925 - August 6,2010)

He was the swimming coach at the
University of Houston for 39 years, from
1957-1998. He also served as a coach or
manager on two Olympic teams, and
helped found the Association. He was
named the Southwest Conference’s
Swimming Coach of the Year 3 times,
in 1975, 1985 and 1986.
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SATURDAY’S
INSPIRATION

From

“make it Stick – the Science of Successful Learning”
Brown, roediger, mcdaniel

“The reason we don’t remember how to tie knots is that
we don’t practice and apply what we have learned.
in the next spring, you get a small boat. You have LoTS
of practice tying knots and you remember how to tie
The 2-4 you use most often. You still forget the rest.”
The implications for this in terms of creating meaningful practice are
obvious, certainly, but how many age group coaches apply this concept?
Practice should NOT be “loaded” with a lot in a short period of time, but
inconsistently but regularly applied, so there is a STRUGGLE to recall,
remember, re-execute.
JL
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SUNDAY’S
INSPIRATION

“What advice would you give to a smart, driven college student
about to enter the real world?”

“I tell the students I encounter to spend
the remainder of their time in college
filling their minds with the best that the
HUMANITIES Have to offer.
While the courses I took on electronics
and circuits have all been rapidly
outdated since I graduated, the timeless
lessons On fundamental human nature
found in the literature and history
courses I took, are ones I draw on to this
day and expect to draw on For the rest of
my life.”

Ann Miura-Ko

(principal, venture capital firm Floodgate,
specializing in tech investments)
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The Selection and Coaching of Sprinters
by Don Gambril
1975 ASCA World Clinic

I’d like to open by saying that I can guarantee
that this speech on coaching sprinters will
do you a tremendous amount of good if you
have sprinters. Unfortunately, it won’t do you
any good at all if you don’t have any sprinters. The situation with sprinting is trying to
recognize the person that can adapt to the
sprint distance. I’d like to go into some of the
background of some of the sprinters I’ve had
an opportunity to work with and tell you a
little bit about these people and the way each
of them trained.
The first great swimmer that I had and one
from whom I learned a great deal (I think
you learn from every swimmer that you work
with), was Sharon Stouder. Sharon at 15 years
of age won the Olympic Games in Tokyo in
the 100 butterfly and placed second to Dawn
Fraser in the 100 free, and was the second girl
in the world to go under a minute.
Sharon was an individual who could swim
a lot of distances. She could train on distance
and still have speed. She had tremendous size,
strength, flexibility and was a tremendous
competitor mentally. These are the attributes
of the swimmer, not necessarily a sprinter. Her
speed and size directed her more toward the
sprinting events. Unfortunately, I think the
world missed seeing one of the greatest swimmers in the world at her peak because she,
in a sense, retired from active competition
at about 16 years of age. She did come back
and try to make the next Olympic Team and
missed by a couple hundredths of a second,
but her swimming career actually stopped
when she reached her goals and her motivation ended when she won a Gold Medal in the
1964 Olympic Games.
Zack Zorn, another great sprinter that I had
the opportunity to work with, was much different than Sharon. Not only was he male and
she was female, (I noticed that right away),
but Zack was frail when it carne to repeating
any type of distance. Sharon could have scored
fairly high in the Nationals in the 1,500’s. In
fact, once as a twelve year old I swam her in
a three mile long distance National and she
placed in the top six. Zack was the type of per
son to whom every yard beyond the distance
he was going was agony. It was something
terrible to see, because he went into agonizing moves and looked like a butterflier often
looks in the last ten meters of a 100 meter fly,
when he’s gone out too fast. I can remember
during the 1965 Olympic Team training in
Colorado Springs, we were doing 10 x 200’s
and when Zack was doing something like 10
x 200’s I would have him do different things
than the rest of the group. Everybody else
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may be descending or negative splitting or
just doing a hard series, but I would tell him
individually to do something different on each
200, such as accelerating different portions
and trying to end up somewhere near the
same total 200 time. I don’t know why he did
that physiologically, but I do know why he did
it psychologically - it took his mind off doing
10 x 200’s and most of his 200’s were probably somewhere between 2:25 and 2:32. That
certainly wouldn’t astound anybody as far as
quality goes, it might astound you as to lack
of quality. George Haines was going through
rating everybody’s workout that day and he
was putting good, fair, excellent, and things
like that. When he carne to Zorn he put poor,
and that was the best set I’d ever seen Zack do
in his entire career. With different individuals
you can expect different levels of quality in
practice and again it comes back to what Don
Talbot was referring to this morning. You’ve
got to be continually working with individuals and individual groups and not just trying
to stereotype everybody into the same group,
especially your sprinters.
I had, again, the good fortune to have
worked with Steve Rerych and Ken Walsh.
Steve Rerych was with me for only one summer and Ken Walsh for about six or seven
months. Walsh came to me as a World Record
Holder, having set that on a lead off leg in the
Pan American Games in 1967. Steve Rerych
carne from North Carolina State for his last
summer of training. These three, Zorn, Walsh
and Rerych had one thing in common, they
were all giants in physical attributes, and
this is certainly one thing you want to look
for in a sprinter. Both Walsh and Zorn were
somewhere between 6’3” and 6’4” and Rerych
was about 6’8”. Steve Rerych’s first place in
a National Event was in 1961 at the Men’s
Outdoors when he made the finals in the 400
meter freestyle. Here was a boy at about 15
or 16 years of age making the final in the 400
freestyle with some of the great 400 swimmers at that time, but later as he grew into
maturity, he backed down to the 50 and the
100 yard and 100 meter events. Knowing this
about Steve’s background and having a couple
of meets under our belt as we went right
down the wire towards the Olympic Trials, I
told Steve we were going to try something at
the National Championships that were held
three weeks before the Trials. We tapered
in the way that we would normally with a
sprinter with quite a bit of quality work. We
took him off his long middle distance type of
work that he had been doing the majority of
the summer. He swam the 400 in the Santa
Clara and the Los Angeles Meets. He had fine

meets at both Santa Clara and Los Angeles
off the middle distance training. We tapered
in the sprint a little bit, and he was terrible
at the Nationals. We sat down and talked it
over and decided that the best way for him
to approach the Olympic Trials was just the
way we had for Santa Clara and Los Angeles
with very little quality work. Doing all of his
50’s build-up, starting easy, and accelerating
as he got a better feel of the water and trying
to hold his stroke. All of his 50’s in warm up
for the meets would be descending in nature.
He’d swim with six or eight of them starting at
31 seconds and work down to 26 or 27 tram
a push off, just getting the feel of what he was
doing and trying to keep a good feel of the
water. We did have the background and was
good enough at middle distance events to get
home in the second fifty.
Zorn and Walsh tapered completely differently. Their actual stroke styles were completely different. Zorn was a good kicker on a
kick board, he had kicked 1:14 for 100 meter
freestyle, which is the best I’d seen. Walsh
and Rerych both used wide swinging arm
strokes and cross over two-beat or four-beat
kicks. They would kick about 1:45 for 100
meters, really terrible kicking compared to
other sprinters, yet they had very long, strong
arms. This was the style they swam, they were
second half swimmers and swam the second
half of the race very fast, especially Steve. As it
turned out all three made the Olympic Team
and were on the re lay. All summer, Zorn
worked out on his own while the other two
boys were training a good part of the time
with the middle distance swimmers.
I had an opportunity to work with John
Trembly and Ross Wales, whom I would
consider true speed swimmers. John Trembly
came to me his junior year in high school
and had never broken 1:02.7 for 100 meter
butterfly and that summer he went 58 flat.
His junior year he set a National High School
Record of 50+ for the 100 yard fly. This was
all because he learned how to swim the 100
meter butter fly, he learned not to go all out
the first 50, but go all out on the second 50. I
learned to regret that when I went to Alabama and he was still at Tennessee, but in
the meantime I did have a lot of fun working
with John. Ross Wales is still one of the fastest
butterfliers that I’ve ever had the opportunity
to work with. Neither Ross nor John were
very large, but they were both very strong
butterfliers. Trembley is extremely strong and
fully developed and he’s making a comeback
and swam the best time in his life this past
summer - he broke 56 seconds for the 100

meter butterfly. He missed the Olympic Team
in 1972 by two hundredths of a second with
a 56.8 so he’s almost a second faster now and
only started training last May. I’m sure we’ll
see more of John next summer as we approach
the Olympic Trials.
Both John and Ross were very heavy
kickers and when they went out too hard the
legs went, and they could hardly get their arms
out. I felt like getting the shepherd’s crook
and helping them to the side. They both had
tremendous speed, but neither one ever swam
a distance further than 100 meters with any
success at all. Ross worked for years on his 200
fly and managed to drop around 2:20, when
he was a 57.5 flyer, to 2:07 when his 100 was
56.5. He improved something like thirteen
seconds in the 200 fly while he dropped only
one second in the hundred. I’ve talked a great
deal with Ross and we both wonder if maybe
he shouldn’t have tried to give up to the 200
and concentrate on the 100. He might have
been a far greater 100 butterflier. This was Zac
Zorn’s philosophy - if he could not be the best
100 swimmer in the world he didn’t want to
be anything. He didn’t want to swim the 200.
He wanted to be the best in the world in the
100 and that’s the only think he ever tried to
do after his freshman year in college. All his
thought and training was to be the best in the
100 and the NCAA 50.
With sprinters like Walsh and Rerych, who
had tremendous speed, it was a matter of
keeping them mentally thinking about speed.
Some sprinters will swim poorly all year,
then get up and swim great in the sprints at
Championships, but most sprinters, especially
the ones I’ve worked with, like to keep their
speed. They like to be able to step up and blast
a reasonably good 50 at any time so you have
to compromise a lot in their aerobic training,
especially as you get near the meet.
The sprinters with whom we are working
now are most notably Jonty Skinner, who
comes from South Africa and was a fine sprint
swimmer before he ever came to us. He’d been
52.3 in the South African Championships a
year ago before he came to the United States.
This year he went 51.04. He trained this past
summer with Bill Palmer at Central Jersey. Bill
gave him quite a bit of distance work which
Jonty accepted pretty well. It was long easy
swimming without a great deal of pressure
and he did very little speed work. We were
amazed when he went 51.04 in the Nationals. I
warmed him up and worked with him most of
the time and he never went under 26 seconds
for a 50 as he prepared for the National Championship. As far as I know, he never broke 25
because he was out in 25.4 on the way to his
51.04. It’s just something to think about on the
anaerobic end because he does not ever train
with a maximum output in practice. I don’t
say that he doesn’t swim fast and hard, but

he doesn’t train with a maximum level
of sprinting.
I’ve had Jack Babashoff for two years in our
program and last year he made his first really
big step forward by qualifying for the final in
the NCAA with 45.2. Jack has a stroke that’s
much like Shirley’s, from the top of the water
it look atrocious, but if you look underwater
he is catching very much like Shirley. He
doesn’t have quite as much flexibility in the
shoulders as Shirley and she doesn’t have a
lot. Jack is a tremendous competitor and is
very strong. Jack and Jonty work pretty much
the same type of program. He likes to get in
the lane next to Jonty and on every stroke he
wants to look Jonty right square in the eye.
Skinner is always trading and going third or
fourth trying to get away from him and Jack
keeps shifting positions in workouts because
he wants to race Jonty every stroke, but Jonty
doesn’t want to race all the time. It irritates
Jack when Johnny doesn’t want to race him
every lap in practice.
I would consider Mike Curington a sprinter.
He didn’t swim the 100 fly in Championship
Meets except for the World Championship
where he went 52.31. He swam the 200 individual medley in the outdoors, and Mike split
45.1 last year in a relay indoors. Mike trains
completely in middle distance work with
almost no 25’s except in the taper period and
he’ll go some shorter fly for his 100 fly. He’s
very much like Don Schollander stroke-wise,
he has tremendous control of his stroke and
holds his style very well. He puts a tremendous amount of concentration into his training, he trains in all strokes because he swims
individual medley. He also went a 2:07 for 200
meters back when he went to Japan. He could
probably be a National Finalist in seven
different events.
Scott McDonald was the other member of
our relay that broke three minutes and three
of these boys are freshmen. Jack Babashoff was
the only sophomore last year. Scott trained all
year for the 200 freestyle and the fly with not
training for the 100 whatsoever, he split 45.6
on the relay. I think our short course next year
is going to pick up and we’ll see several 43’s
next year and predominantly 44’s with 45’s
being almost out of the sprint range on the
senior level.
If you are working with Age Groupers, I
agree again with what Don Talbot said this
morning and somewhat with what Forbes
Carlisle teaches. I don’t quite go the 50 miles
a week for ten and unders which Forbes advocates. As I study most of these swimmers that
I’ve mentioned, and see that the type of work
they did when they were younger, was leaning towards a middle distance background,
I believe it has helped develop the body and
established good muscular patterns as far as

stroke goes. It helped develop strong heart,
lungs, respiratory systems and things of this
type.
Another thing I haven’t commented on
yet, but I think a lot of sprinters, especially in
the 50 freestyle, and the 100 free style short
course, tend to overwind. In other words,
slipping with too much turnover. Jack Nelson
refers to it as distance per stroke and I usually
call it stride, but basically it’s the same thing.
The swimmer should catch the water, hold the
water, and get as much out of each arm pull as
possible, not just turn over fast in the water.
There are small successful sprinters, certainly
Kathy Heddy is one. She is amazing for the
size she is. She’s a little dynamo and is small by
present sprinting standards.
There is a young man who should have
quite a summer this year named Gary Schatz
from Auburn. I think that probably one of
the most underrated coaches in the country
is Eddie Reese. I don’t know how many of you
know much about the Auburn Swimming
Program, but they placed eighth in the NCAA
last year. He did that with a team of swimmers, none of which had made the National
Standard when they came to school. He is
obviously recruiting good material and doing
a tremendous job with it. But, Gary Schatz
is not very large, very thin and under 150
pounds. He went 44+ last year in the AAU and
I expect him to have a great summer because
he is a good 100 meter swimmer. I certainly
expect him to be right in the picture when
they come to picking Olympic sprinters
next year.
What can you do to develop the sprinters after you select them? You add strength.
Yesterday we listened to the excellent lecture
on power by Doc Counsilman so I won’t go
into a tremendous amount of detail, I’ll just
try to fill you in on what we do in our pro
gram and what we have done in the past. First
of all, the different types of equipment. Most
schools are now equipped with universal
gyms via the football program and if you are
lucky, you can use them. The least expensive
type of equipment, and even better in many
cases, are Exergenies or Mini-gyms. These
aren’t too ex pensive and you can certainly do
a tremendous job with them in strengthening
not only sprinters, but all swimmers. We start
our weight program the first day of school,
three mornings a week at 6:00a.m.. This is
not an ideal time of the morning, but we were
using the team’s football equipment. They have
five Nautilus machines each worth a couple of
thousand dollars. This is very good equipment, but you can buy a lot of Mini-gyms or
Exergenies for that kind of money. This is our
third year and this will be the third different
weight program we’ve had. The first year we
worked out a system based on the lectures
and the information that was available at the
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Chicago Clinic from Doctor Heusner and
Doctor Counsilman. Also, I had talked a great
deal with Chuck Coker, who is my neighbor
in California, who is one of the owners or
inventors of the Universal Gym. The theory
being that if you take 60 arm strokes in the
100 freestyle then you should be doing 60 lifts
with as much weight as you can and as fast as
you can. So we worked the entire year on that
principal. Now you talk about getting into
the shaded areas, it gets shady when you talk
about the number of strokes. How many repetitions is a 1,650 man going to have to do in
exercise? We tried to round off at the 500 distance on the lifts and supplemental exercises
and even then we didn’t do a real good job
with the distance swimmers. But, feeling that
they needed less, we took them off weights
earlier in the year and I hope that this will fall
in the pattern of 80% aerobic, 20% anaerobic,
for the distance swimmers. Our program was
based primarily on three days a week lifting
in the early part of the year. If a swimmer
swam the 200 and the 100 as distances, three
days a week he began with his 200 lifts. I don’t
mean 200 repetitions - whatever he’d take for
200 short course which might be 120 lifts, so
he’d be doing 120 repeats with 40 pounds or
whatever he could do them with on the bench.
As the season went further, we put him two
days on the 200 and one day on the 100 lifting.
Thereby, one day a week he was. working with
a heavier weight and faster repetition and less
repetitions, then later in the season he went
two days 100 and one day 200 and then finally
three days 100 as we began to work into a
taper.
This year we made up a circuit and worked
primarily on the Nautilus equipment. Last
year we were doing three rounds such as 15
lifts, 10 lifts, 5 lifts and increasing the weight
on each lift and each exercise. This year we
have gone to the Nautilus work which I think
helps a great deal on flexibility as well as it
does with the actual strength work, then we
put in a couple of other exercises on the Universal Gym for motivation. One of the good
things about the Mini-Gyms with the dial,
which shows the pressure, is that the swimmer can tell how much stronger he is getting.
Just to tell them that they are getting stronger
on that machine doesn’t quite do it. They feel
like they are pulling more and they want to
actually be able to take the weight and lift it
and see their bench presses go from 120 lbs. to
150 lbs.. In a year’s time, it’s very frequent that
we will have people add 30 to 40 lbs. to some
of their lifts. This alone is certainly proof that
they’ve improved in strength and it usually
motivates them to do a much better job on the
weights. You do have to motivate them on dry
land exercises and flexibility. You can’t just put
the equipment there and expect them to work
out on it day after day and get anything out
of it. They’ve got to concentrate on what they
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are doing and believe it’s going to help them.
You’ve got to explain to them why they are doing it and try to get their concentration on it if
it’s going to be any real help to the swimmer.
We continue our weights up to within two
weeks of the National Championships. The
week before we go to the National Championships we cut way back on Monday, further
back on Wednesday, and Friday is optional. A
lot of swimmers like to come in and lift a little
bit even on Friday. They’ve done it all year.
They swim immediately after a morning workout, primarily to loosen up not for any quality,
and they feel they retain muscle tone and
strength by coming in. I should also point out
that we’ve had one person in charge of flexibility and stretching. The moment they come
off of the weights, before they go into the pool,
they spend ten minutes on directed exercises
in flexibility and stretching. We get a lot of our
exercising and stretching from a book written by John Hogg while he was the National
Technical Director for Scotland. This excellent
book on exercises and dry land conditioning
is entitled Land Conditioning for Competitive Swimming, and is for sale at the swimm
ing Hall of Fame. I think flexibility is just as
important as strength. I would be extremely
worried about having my team working as
hard as we work on weights and not do any
forced stretching. It doesn’t do to just tell the
swimmers, “O.K., go stretch out a while and
then go into the pool.” They aren’t going to
do it. There will be a couple of conscientious
swimmers who do anything you say, but the
majority of them are going to get right into the
pool and get out of there as soon as they can.
We do quite a bit of what I consider
strength work in the water. I think that our
training is all based on a couple of very simple
principles. One would be that alternating the
pace and increasing the workload in the water
develops strength. We use pull tubes which
the majority of coaches are using in one way
or another. Some coaches use pull buoys to
help float the hips with pull tubes and other
types of pulling devices. In general, most
programs now are working with tubes. You
do have to be careful with younger swimmers,
or they will develop tender shoulders which
might be an indication that they are getting
tendonitis or bursitis from pulling with tubes.
If this happens, we usually take them off the
tube and sometimes leave them off for a whole
season. It’s not worth ruining a ten-year-old’s
shoulders in trying to build more strength,
so we take them off the tube and maybe off
paddles for the entire season. All of our paddle
work is done pulling. We don’t do any swimming with paddles. I’ve seen other coaches do
almost everything they do with paddles.
We have also used a harness of strong
elastic tubing, or surgical tubing, and have
them swim attached to the wall. We use this

primarily with breaststrokers for timing, but
occasionally we use it on other swimmers. We
have one Exergenie with a 75 ft. line attached
to the harness and occasionally we will let
them swim the length of the pool with this
device. We don’t do this very often, but it is a
challenge to see who can go further down the
pool on this particular effort.
Any maximum effort in practice would
have to be considered sprint work and any
maximum effort that we do is generally on
the end of a descending series or with some
loosening up work in be tween. We seldom do
a complete maximum workout. On our stress
days the swimmers will be told what they
are to stress and they will be timed on these
swims. They do some things on stress days
that aren’t maximum effort such as kicking,
pulling, or working on another stroke. This
gives them what I call “a recovery series.”
Our workouts are divided into four groups.
The distance group includes those who would
normally swim the individual medley, 200 fly,
and 500 to 1,650 freestyle events. The middle
distance group includes those swimming the
200 free, 200 individual medley, backstrokers
and occasionally some 200 flyers and 100
freestylers, depending on their workout abilities. The breaststroke group spends most of
the season doing as much as 70-80 percent of
their work on breaststroke. Finally, the sprint
group, which takes a lot of ridicule from the
other groups. The sprint group is called “Paradise Cove,” and joshing with remarks like,
“What are you doing next, smiles for time, or
three times tie your trunks and get out?”
In the early part of the season we will go three
days a week for the first few weeks, then in
October we start five afternoon sessions and
three morning sessions. The first week in
November we start our full eleven sessions
per week. Last year we started a little earlier
and trained thirty-two weeks up to the NCAA
Championships - this year it will be closer to
twenty-eight weeks.
The taper has to be very individualized.
Except for some distance swimmers, if you
have been on a very heavy program, it is very
difficult to give your hard training swimmers
too much rest in the last ten days. I know that
many coaches get pressure from their swimmers for a lot of rest during the last week or
so of the taper. Older swimmers especially
believe in a lot of rest and I feel that sometimes a coach must resist their pressure. We
make a lot of deals with our swimmers as morale boosters. We also spend a lot of time on
technique and things like 25’s with two turns
during the taper period. One caution I make is
to be sure no one gets hurt during this period.
You must be careful about the horseplay that
frequently accompanies too much free time they must be kept occupied.

I would like to give you some brief examples
of some types of training routines that we use
in our workouts.
Hypoxic Training. For at least ten years I
have had my swimmers do all their freestyle
pulling with bi-lateral breathing every third
arm stroke. This is a type of hypoxic training,
but I originally used it because of the better
stroke balance it gives. I do not want them to
swim with bi-lateral breathing even though
we have swimmers who swim very well using
it. We do not go to the extreme that Dick
Jochums does with his “lung busters,” which
are repeat 200 meters, breathing every third
on the first fifty, every fifth on the second fifty,
every seventh on the third fifty, and every
ninth on the fourth fifty. We do drills similar
to this, sometimes as kicking or pulling drills.
Broken Swims. We use a variety of broken
swims, but usually not over 200 yards. We may
work on 125 yd. swims, break at the 75 and
sprint the last 50. We may go 150’s, breaking
in the middle into two 75’s. We also use other
varieties of broken swims.
Descending Series. These are just what they
imply, each effort in the series should be a
little better, with the last one being the hardest,
fastest, and best. We try to get them to learn
control so they will not go the fastest 100 on
the sixth or seventh, them completely die on
the next three or four.
Sprinting with Overload Kicking and
Pulling. An example of this would be a series
of ten times 50 swim, with ten 25 sprint kicks
immediately following each 50. We might give
ten seconds rest, then a 25 yd. kick with only
two breaths - to add a hypoxic element. We
would also do the same type of series with a
leg-drag sprint arm pull following each 50.
Sprinting with Active Rest. We do this sort
of thing whenever we want real quality.
We never do a series of long rest sprints,

such as 100’s on three or four minutes. We
always have an active or forced loosen up
swim between hard efforts. For example, they
would go one or two loosen up 50’s between
each hard 100 or 200. I feel that this active rest
keeps them looser and more relaxed than if
they just sat for several minutes.
Alternate Sprint and Slow Swims. An example of this would be a series of twenty 50’s,
with one sprint followed by one easy. They
could also go a series of four descending, say
on the minute, for a total of twenty.
Practice Turns and Finishes. We spend quite
a bit of time on 25 yd. swims with an accelerated turn and push-off. We also practice the
fast touch and finish technique in a race. Now
that times are being registered in 1/100’s of a
second, the touch becomes very important. It
is not good to lead all the way, but fumble the
touch and lose by a hundredth of a second.

Don Gambril
Don Gambril is starting his third
year as Head Coach of the University of Alabama where he has
already pushed this Southern
University into the NCAA limelight.
His team surprised almost every
one by finishing fifth in the NCAA
Championships in 1975.
Prior to coming to Alabama, Don
spent two years at Harvard, two
years at Pasadena City College,

Practice Starts. We work on starts, especially on relay takeoffs. We use a video tape
system to study starts and relay takeoffs. We
do 12yard sprints to improve their ability to
come out of the start without over-gliding
before swimming. We work with gun starts
to condition their reflexes to the sound of the
starter’s gun. We spend a lot of time trying to
sharpen our relay takeoffs, by having them
sprint 25’s from a relay touchoff.

and four years at Long Beach

One problem with sprinters is their tendency to breathe too late. This is especially true if
they go any kind of distance work during their
training. Our sprinters all do some distance
training because of their need for the aerobic
conditioning, but late breathing usually results
and must be corrected. We try to get them to
concentrate on breathing as the fingers of the
offside hand touch the water. We try to get
them higher in the water so they have a better
shoulder pivot. We work on these and any
other techniques that makes them feel better.

He has coached ten Olympic Gold

State.
In Montreal Don will serve as
a member of the U.S. Olympic
Men’s Swimming Team Coaching
Staff for the third time. He was
previously chosen for an Olympic
coaching position in 1968 and 1972.
Medalists and three Silver Medalists and numerous members of
Olympic, Pan American, and World
Champion ship team members.
Don was ASCA “Coach of the
Year” in 1965, and is Vice-President
of the ASCA
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