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THE FUTURE OF COACHING – PART TWO
The McKinsey study on excellent education said, “The experiences of these
top school systems suggests that three things matter most: 1) Getting the right
people to become coaches. 2) Developing them into effective instructors and 3)
Ensuring that the school system (read; club/school team) is able to deliver the
best possible instruction for every child.”
Since I left off there at the end of Part One, I begin there in Part Two.
“Getting the Right People to Become Coaches”
Sounds so simple, is so damn hard.
Almost every coach I have spoken with in thirty three years in this office
got into coaching “accidentally”. Not more than the number I can count on one
hand said, “I planned to go into swim coaching.” In fact, most had the sad story
of telling their father in law or similar, what they did for a living and hearing
something like, “but what will you do for a living?”. We can all relate, I think.
And like a lot of “by accident” things, the results are very mixed. The Positive
– arguably, we have the best coaching cadre in the world in the USA. Arguably,
that is purely by numbers. Huge numbers of people go into coaching every
year. ASCA President Don Heidary estimates there are 100,000 self-described
swimming coaches in the USA. I didn’t believe that number, then he got me
thinking about summer- league coaches…and now, I believe him. From that
vast platform a few super-stars will rise. Just as the USA has that advantage
in “numbers of swimmers”, we share that advantage in “number of coaches.”
Negative – just about every story we hear about children leaving the
sport is because of poor coaching behaviors. So we have far too many that
hinder rather than support the process. People who get into coaching entirely
by accident, will by definition have mixed objectives ranging from “paying the
electric bill” to doing wonderful things for young people’s lives.
Here’s another quote from the McKinsey Study. “All the evidence suggests
that even in good school systems, students who do not progress quickly during
their first years in school because they are not exposed to teachers of sufficient
caliber, stand very little chance of recovering the lost years.”

Searching for the perfect tech suit to make you look good and feel good? We’ve got you covered, literally.
The fan favorite Fuse tech suit has a new look.
Time to turn some heads on the pool deck with this bold and bright hot pink!

And thus, we come to the major weakness in American Swimming. Our
youngest, least educated clients (both parents and children) are assigned by
our club system, to the youngest, newest, least experienced coaches. These
coaches have the shortest “long term view” and ability to understand the career
path and its length and breadth, that older coaches have. And those poor young
coaches are miserably paid, typically experience high turnover, leaving young
children and families disillusioned and cynical about the “Coaching Process”
and coaches in general. What a mess.
And in fairness, the most enlightened and successful programs in our country
are exactly the opposite and know the critically important nature of putting
experienced, capable, empathetic coaches with the newbies. (both parents and
children.) And they pay them well and will do most anything to keep them at the
base of the pyramid where both the sport and the business are built. Good on
ya!
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Which brings us to the question of what is
the definition of “Right People” to become
coaches?
AGAIN, back to McKinsey…”variations in
teacher quality completely dominate any
effect of reduced class size.” It is NOT the
size of the “novice group”. It’s the ability of the
coach/teacher to coach/teach.
The top education systems, notably are in
Singapore and in the Netherlands. And the fact
is, they both attribute their quality to attracting top people into the profession.
How do they do this?
1) They make entry into teacher training highly selective. (not 		
everyone can become a coach.)
2) They pay good (but not great) starting salaries.
3) They rely largely on the selection of teachers by their 		
“level of literacy”. (How educated are they?) Interestingly, 		
the acknowledged leader in American Education, (TEACH 		
FOR AMERICA) does exactly the same three things.
You only qualify to do teaching/Coaching training if you pass rigorous tests
and selection standards, based on personality tests. (i.e., You have a “giving”
personality, you care about others, you are a “nurturer”.) You DO NOT get into
teaching/coaching by “accident”, you have to have an interior geography that
pre-disposes you to serve others. (Servant-leader concept.)
Money is important. Salaries do not have to be outrageous, but you have to
be able to live on them in a reasonable way. MORE important, is having brilliant
colleagues and challenging work to do that you can feel great about.
The third is harder to relate to coaching. But I think it does. Those with
greater literacy tend to have significantly better skills at communication…both
verbal and written, that allows them to serve people in a more targeted, specific
and effective way. The better you can think and speak on your feet, the higher
the likelihood that you can effectively change the behavior of students/athletes
that you seek to influence with your coaching. Education and literacy matter.
NOWHERE in the McKinsey document is there mention of deep familiarity
with the subject matter. The assumption is that that can be learned (as it certainly
can be in swimming.), but the personality traits of great coaching seem to come
from somewhere other than your education in the genre. One is tempted to think
that a person is “born and then supplemented by their experiences” to become
a giving, caring, servant leader. That may be a step too far, but it seems highly
possible to reach that conclusion.
Next month, in part three, I’ll tackle the second part about “ Developing
Them Into Effective Instructors”.
In other words, how will we make GREAT coaches.
All the Best, John Leonard
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only from earned respect and relationships developed. In swimming,
a child’s social life is real life, and it is developed and experienced in
the challenge of training, in the unification of competition, and in daily
team interaction.

The Real Culture of
American Swimming
As there has been a great
deal in the media of late on
the “culture of American
Swimming”,
I
am
compelled to offer a vastly
different perspective, and
I believe with all my heart,
a more accurate one.
Over the past forty years,
I have coached in the
summer-leagues, at the
high school level, and as
a proud member of USA
Swimming. What I have
seen, and have been
blessed to be a part of, is
a culture that is anything
but predatory, abusive,
and certainly not profitdriven.
What lies beneath the surface of the sport of swimming are the
greatest lessons of life, of relationships, of personal growth, and of
athletic development. I have seen countless children learn invaluable
social skills,overcome debilitating fear, develop profound self-esteem
and self-awareness, build life-long friendships, and discover mentors
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and programs that changed the trajectory of their lives. I have seen
swimmers find a home away from home and a second family, and
often a respite from life’s stresses and challenges. I have seen kids
learn things they cannot learn in a classroom or at a dinner table, such
as work ethic, resilience, sacrifice, humility and teamwork. I have seen
young adults learn to celebrate the success of others, transcend pain
thresholds, discover acts of courage within themselves, and begin to
see life through the lens of team, service, and leadership. I have seen
kids that never found “success” in athletic endeavors, find it their role
as an inspiration and a role model.
I have seen teenagers contemplate the tipping point of their physical and
mental capacity and discover a strength within that they never thought
possible. I have seen kids’ academic priority shift from indifference to
mastery as a result of the transforming self-discipline learned through
swimming. I have seen young student-athletes redefine their academic
focus, social priorities, and their predisposition to work and challenge
with the possibility and opportunity of being a collegiate athlete. I have
witnessed countless swimming careers evolve from nervous children
on the stairs of their learn-to-swim programs to high school seniors
giving emotional farewell speeches to teams that changed their lives.
Against the backdrop of a culture of (un)social media, technological
dependence, and false relevance, the sport of swimming and athletics
in general, offers human interaction and relationship dynamics based
on depth of character and contribution. Approval or acceptance comes

And the culture of coaching has been nothing short of inspirational.
I am talking about the ninety-nine percent that define it, that create
the cultures described above, the real culture of American swimming.
Coaches are individuals who do not refer to their vocation as
“work”, view it as a job, or track their hours. Coaches are by and
large predisposed to enhancing the quality of the lives they serve:
children and athletes. The coaches that I know define success not in
pay or recognition but in a life made better, a goal achieved, a note
of gratitude, or in a parent’s acknowledgement that they have seen
profound change in their child. The coaches that I know view their
role as servants, as leaders, as mentors, and most significantly as
privileged. They understand that few athletes will become Olympians
but all can become leaders on the team, role models in their
community, and “Olympian” in character. The coaches that I know
went against the norms of professional pursuit to follow a passion
and to make a difference. Most have sacrificed financial security for
societal contribution.
An illustration of the role and relevance of many coaches came in a
parent’s comment many years ago, that has always resonated with
me. It was made against the backdrop of the extreme social pressures
that kids face, when a mother said, “Don’t you understand, you
(coaches) are the last line of defense.”
Beyond coaching, as a volunteer, I have been a member of the Board of
Directors of Pacific Swimming (Northern California), USA Swimming,
and of the American Swimming Coaches Association. I have seen the
inside of the volunteer culture of the sport, and it is driven first and
foremost by service; countless individuals working behind the scenes
to support children and the athletic process. These people are true
servants and in my opinion, the silent hero’s and profound examples
of selfless support. They are volunteers who spend up to forty hours
a week in support of the sport and its members, officials who give up
weekends to officiate so that the opportunity to compete is never in
question, and committees who work tirelessly to create opportunities
outside of the pool to enhance the experience of the sport. They
themselves become role model for our athletes.
While the sport has been profoundly successful, its achievement has
not been manufactured in board rooms or through corporate sponsors.
It has been fostered in learn-to-swim programs, summer-league teams,
YMCA’s, club teams, and collegiate programs throughout the country.
It has been nurtured by caring, professional, and driven coaches,
supported by selfless volunteers, and it has been given structure by
organizations grounded in methodical plans of athlete development,
teambuilding, and coach-swimmer partnerships.

The real culture of swimming and the sport itself is a gift to our children
and to our society. The benefits are immeasurable and invaluable.
Over 500,000 children and young adults enter a swimming pool each
year, some from the shallow end to learn a life skill, some from the
deep end to achieve at a high level, with the vast majority falling
somewhere in the middle. They choose the sport and the commitment
because of the dedication of coaches and because of the culture of
their team, not in spite of them. And every day, tens of thousands of
coaches step onto a pool deck to help develop an athlete to his or her
potential, to build a team and a team culture, and to help shape lives.
This is what lies beneath the surface of our sport.
The following is an excerpt from a letter written many years ago by a
graduating athlete. It poignantly reveals the impact the sport can make
far beyond the competitive process. While this is one letter, it may
very well represent hundreds of thousands of teenagers who have
benefitted from the sport of swimming. This is the culture of swimming
that too few see or read about.
“I can only imagine where I would be today, right now, if I had never
joined this team back in seventh grade. In middle school, I found
myself, like so many others do, at a crossroads of sorts. My best
friends were making choices that made me uncomfortable on many
levels, and I could feel myself slipping down with them. Looking back,
I can see just how far I was about to fall. In joining this team, my
life went from slipping downwards, and slipping fast, to something
entirely different and profoundly positive. This team, its coaches and
teammates, has changed my life in countless ways. It has not only
shaped me into the person I am today, but it has made me realize
who that person is. Because of this team, I know my values, and I’m
standing by them."
"I have so much gratitude for everything the team has done for me
over the past seven years. To the coaches, I owe not only my career
in the pool, but also relationships that I consider some of the most
important in my life. I know that there are very few people in the world
that would do for me what you would in a heartbeat, and I cannot
express how thankful I am to have you in my life. And to my teammates
and amazing friends, well, I love you and I could not be more grateful.
Thank you all from the bottom of my heart.”
So, I acknowledge and thank the thousands of coaches, administrators,
and volunteers who work every day tirelessly, unselfishly, and with the
highest character. They create, not only a wonderfully positive sport,
but a sport that changes lives, a sport that I believe is the finest and
most important sport in the world.
Don Heidary
Head Coach, Orinda Aquatics - USA Swimming
Head Coach, Miramonte High School
Board President, The American Swimming Coaches Association
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TEACHING AGE GROUP
SPORTS PSYCHOLOGY
IS NOW ONLINE!
GET CERTIFIED TODAY!

To:
From:
Date:
Re:

This popular course addresses coaches on how to do two
key things to help their teams: First, how to teach PEAK
PERFORMANCE MENTAL SKILLS to their athletes. And second,
how to develop and provide a series of educational opportunities
built around developing Life Skills for their athletes.

Swimming Pool Air Quality Lousy?
USA-Swimming says… “input water is different than
it used to be”, making it harder to maintain air
quality and proper chemistry.
SIMPLE SOLUTION: Do what we’ve all been told
since birth….TAKE A SHOWER before entering
the pool.

George Block, President
127 Burr Rd. #4
San Antonio, TX, 78209 USA
georgeblock511@yahoo.com
210-912-3535

World Swimming Media
George Block, President
13 February 2018
Statement from the WSCA Board

One of the Olympic ideals is respect, yet it has become abundantly clear that the international leaders of our sports have
traded this ideal for convenience and self-dealing. To have respect, one must recognize that cheating ruins the sport for
both the competitors that are now victims, but also participants and fans who no longer respect that anyone is competing
fairly. Thus, today, we are calling on athletes, coaches and leaders from around the world and across the aquatics sports
to unite and fight to ensure that clean sport still is the cornerstone of swimming and all Olympic sports.
The “Russia Crisis” that has loomed from Sochi, through Rio and now, on to PyeongChang has clearly demonstrated
that the IOC is no longer interested in either Clean Sport or Fair Sport. What the world has witnessed over the past
four years is the “abject failure of the international anti-doping system,” according to Bill Bock, the General Counsel of
the United States Anti-Doping Agency (USADA).
The current “solution” being proposed, the Independent Testing Authority (ITA), is not the solution, as it attempts to fix
a failed system with a broken system. In fact, ITA will be neither Independent, nor an Authority, with 50% government
representatives (for whom this is the last thing on their to-do list) and 50% IOC board members (for whom this allows
control of Olympic anti-doping efforts). We are back to the “fox guarding the hen house.” We should have recognized
how broken the proposed solution was when the first positive response came from TASS (the official Russian news
agency).
There is nothing we can do to affect the IOC; however, we can affect FINA. To start, FINA must get serious about antidoping - now. That means that FINA should push back and not succumb to massive pressure from the IOC to become
part of the ITA. Rather, FINA should create its own Swimming Integrity Unit that is completely independent of the
FINA government structure with a committed, long-term funding structure. Fortunately, that path has been blazed by
the leaders of the IAAF, the International Federation for Track and Field. The IAAF has developed an independent
“Athletics Integrity Unit.“ This unit will be completely independent of the IAAF governance structure, but with longterm, guaranteed funding. It will handle anti-doping, as well as bribery, corruption, conflicts of interest, and more. It
will have jurisdiction over anything that threatens the integrity of the sport. This is the model that FINA should follow.
Every coach and athlete should be contacting their own National Federation to insist that their federation supports real
independence, by not succumbing to IOC pressure, but instead supporting the creation of a FINA Swimming Integrity
Unit. Working together, around the world and across the aquatics sports, we have the opportunity to return respect to
FINA sports, and once again have clean and fair sports. Let’s all work together to turn this into a reality.

Both Science and anecdotal evidence says this
will help A LOT.
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‘Best practices’ stifling teachers

by David Newman
When it is time to find a cause for failing public schools, teachers make
a tempting target. All too frequently, parents and professionals in other
fields excoriate teachers, lamenting their general incapacity to do the kind
of higher-level thinking one should expect from students who have been
well-educated.
As a public high school teacher, I have a vested interest in resisting blanket
statements about my incompetence; far more important, my critics are
aiming at a target about whom they have done very little critical thinking.
The system that makes my performance a puppet show is to blame for its
failures, and its primary failure is the pathological need to drive passion
for ideas and critical thinking out of the classroom, so that accountability
can be quantified and imposed on teachers and students.
I teach in a state, Texas, that scripts its curricula, assessing teacher
performance to show that no one has strayed from the reservation of
“best practices.” Every week, we spend hours parroting how we will do
everything we have been told to do; we meet as teams two or three times
a week, analyzing data from state and district assessments that consume
perhaps a third of our instructional time
If, say, a test shows our students have failed to understand a poem — and
if the test also shows students do not know how to use semicolons — we
will pore over the teaching resources we have been given (as if English
teachers do not understand poetry, or semicolons)
Our administrators and our precise curriculum keep us on task. These
people and their resources reflect the theories of schools of education
— schools with no depth of knowledge about individual disciplines or
interdisciplinary thought. The idea that kids in an English class need a
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provocative or adroit teacher is almost quaint in a system so adept at
describing what constitutes critical thinking: compliance, strict adherence
to pedagogical theory, and a system flensed of passion or nuance.
After all, we have tests to show what can and should be measured. And
we have compendious professional development pounding fiercely on the
same theme: Administrators and curricula writers must know better than
teachers, because they are paid more and get far better parking spaces.
Teachers should shut up and do as they’re told.
When I arrived at my high school (after 25 years of college teaching), I
nurtured the pathetically unquantifiable notion that my passion for words,
for the patterns and stories woven through our cultural narratives, would
meld with the natural curiosity kids have about who they are and where
they have come from. That we would have scintillating discussions about
provocative, relevant, interdisciplinary questions. That we would begin to
answer their main question: “Why do we study this stuff?”
But answering that question is not a “best practice.” Why? Such answers
are open-ended, provocative, unquantifiable. A meta-study of pedagogical
best practices says we should study this stuff because it can be tested.
As I was told in my first assessment, “You know a great deal about your
subject. It is totally irrelevant to this evaluation.”
The problem does not lie in the classrooms. It lies in the boardrooms,
where administrators think they know more than the teachers on the front
lines, where the relationship between educators and students does not
conform to any given formula.
David Newman of Odessa is a teacher.

EXPLORE/EXPLOIT:
USING THE TIME FROM
SWIM MEET TO SWIM MEET
Presented by Bill Aden, Montclair Swim Team
Jim Richardson: Okay, if we can slide in and find a seat, we want to give
Bill the full opportunity to share everything he has to share with us today.
My name is Jim Richardson, I am on the Board for ASCA and I have the
great pleasure of introducing Coach Bill Aden. I spent a little time with
him before this presentation to find out his background. He is a Bates
College graduate from out east and then went on to teach high school.
The more I talked with Bill, the more I realized we are really brothers from
a different mother. I graduated from college and taught high school for
nine years, and I think people who have come up through that track have
a certain understanding about their role as a coach. I think Bill certainly
does have that, and talking with him, I asked him what his purpose was
and he was a little uncertain about purpose.
But then, I asked him at the end of the day, “What makes you feel great
about what you do?” He honed in on the fact it is about helping kids, it is
about making a difference in kid’s lives. So it is really clear it is not about
Bill, it is about his kids; and he understands that really clearly and that is
his purpose. That is why I believe coaching is his passion. I will read you
some formal things. He has been teaching the team, Montclair, on the east
side of the bay near Oakland for over 25 years. His bio says working full
time, possessing an uncanny ability to teach and inspire. Coach Bill is the
enduring face in the Montclair Swim Team. I will read you a quote here from
a former swimmer of his. It says, “I do not even know where to begin when
speaking about Bill. He’s the most amazing person I have ever met, and
has inspired me. He’s the one person I can go to and talk about anything. I
know he is confident in my swimming abilities. Bill has taught me to swim in
so many crazy ways, which speaks to his creativity, I believe.”

will share one other quote that I pulled off online from an area where
people were asking about, “Where should I swim? We are moving to
this area.” This is what a person said about Bill. “Coach Bill Aden is
phenomenal. He is known both for his stroke technique and for his
gentleness in teaching.” Operative word there is teaching. Bill Aden is a
teaching coach, and I am so glad to have met him today, and I am looking
forward to hearing his presentation Coach Bill Aden. [Clapping]
Bill Aden: Thank you all for sticking around, I know it is the end of the day.
I did not know there were so many things about me online until just this
moment. [Laughter] I do want to get to some of the nitty gritty of things
that we do in the water. I know that is the good part. Many, many times
I have sat right where you all are sitting now and these are the things
that you take back with you to your own club from the clinic experience.
I mean, the specific ideas of things that you can do with your kids in the
water. If you will allow me, I do want to begin today by establishing a
bigger idea about what we do as coaches and why it happens the way
that it does. So I am going to come at my topic a little sideways again
today. It will be about 10 minutes before I hit the nail on the head. I hope
you will go with me here at the start; it is leading somewhere. The title is,
“Explore/Exploit: Using the Time from Meet to Meet.”
I have recently heard someone interviewed. It was not a swim coach, she
was a cartoonist who draws and writes these clever one box cartoons
for magazines. She said something that struck a familiar chord with
me. It immediately felt relatable to my own experience coaching. She
was talking about how she liked to ride the train without a destination,
just to people watch and the people did not bother her. She said, “I
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think it is good for me, because I can’t produce a finished work there; it
forces me to just think and play.” I understood that. If you find yourself
in a situation that prompts a lot of thoughts, but where commitment of
any idea is deferred, that can be very conducive to good thinking. As
coaches I think we look with better eyes when our ideas about what we
see have not been given final form yet, and are allowed to be malleable,
to continue adapting to the things that we are shown.
When we believe a new idea that has come to us is a good one, it is only
natural we should want to jot it down and not lose it; I certainly do. But,
I often feel later that I understood it better when I was just holding it in
my mind, watching my swimmers when the idea was still in play, than
when I committed it to words on a page. I had the best grasp of it while
I kept it open to amendment, and merely tried using it to make sense of
what I saw, not yet as an instruction to enforce a way of swimming. I am
sure we must get to more precise instructions, better ones when they
are made to undergo a longer trial. So this cartoonist found a space that
prompt your thoughts, and gave them room to move in; time can be like
that, too. It does not feel the same all of the time; it has its spaces, some
narrow, other times with nothing impending it can feel like an ocean
stretching away to infinity on all sorts.
We may carry on differently in our work standing at different distances
from an end of time allotted to us, and I am getting close now to my
theme. We say ‘time is precious’ because it is running out. Everyone
feels the truth of this, but what I want to say to you today in part is that
time is also precious, and it is plenty no less than when it is swirling
down the drain. Precious for what it gives us the space to do. I want
to talk about using the time from meet to meet. This division in my title
between exploring and exploiting is a bit too neat, but it is still interesting
and instructive to think in these terms about what we do in daily practice.
They describe two different modes we operate in as coaches, depending
largely on how pressing or ample the time fields before our swimmers
are going to perform again. Let me try and get you oriented to the idea
by drawing several direct contrasts.
Exploit. When time horizons are short, we exploit known goods for ‘sure
thing’ benefits. Two days out from the meet, if I have not already, I
zero in on things I know will get useful results. I am not swinging for
the fences with a new bat at that point, just hitting solid singles and
doubles with the one that I know works. Explore; farther out from the
next meet we go exploring, looking for we do not know, but with an
intuition there may be new good things somewhere we have not looked
before. Exploit; we are led by definite ideas of the benefits that we seek.
Explore, we can be surprised when benefits come by what they are.
Exploit, we go after them very efficiently, but with narrow fixed ideas
of what constitutes a benefit. Explore, our eyes are wide open to nonconforming good things, we are much more apt to recognize their value
and we are more tolerant to the messiness in the search.
I have noticed that, people who do very good work, are not always doing
things in very efficient ways. Some of the ways good work is produced
are conspicuously inefficient. Do not go looking to burden yourself, or
take too much time with things, but do recognize when there is real value
in a process that is labor intensive, or time consuming, and find or create
opportunities to do it. You are not going to want to do this when time is
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short, do it when the next meet is not bearing down on you. Exploit. We
look at our swimmers as though with a checklist, the criteria for success
are set; we are looking for their fulfillment. Explore. We look at them
with nothing on the tip of our tongue. Exploit, to compete the task of
getting ready we prioritize our notice, we go into planned attention and
it is very effective. Explore, to gain new insights, we leave our attention
unassigned. We let things jump out at us; the merits and faults of their
swimming.
While it undergoes the test of function, does it keep them going forward
at a smooth velocity? Does it conduct energy from cycle to cycle? Do
they appear to hold the water? Are they keeping out of their own way?
We find out by looking. What are the features of their stroke that jump
out at us when it performs well? When I have given a swimmer some
clear specific instruction, even then I try to drop the thought of it from
my own mind as I watch them swim and just see whether it pleases my
eye. That way, I might have something to say next that takes us further
than just, ‘Yes you did what I asked.’ Maybe I can point out how that
good thing leads to and cooperates with another, but I have got to see
that myself. Now for this last contrast I am going to reverse the order.
Explore, you are loose minded, very receptive to the moment’s
impressions. When new possibilities suggest themselves, answers to
problems, ways to address things, you are more apt to notice. Exploit, it
is of higher value for you and your swimmers, when the time gets short
to get clear between you on the way in which you are thinking of things.
The strokes and other elements of what they are going to do, rather
than continuing to explore. You want to bring to the meet a community
of understanding. When we are doing breaststroke, or doing a flip turn,
this is how we are thinking of it. These shared ideas are the most useful
thing you and your swimmers can bring to the meet. So, each mode
yields benefits when we are exploring looking for new insights, and
when we exploit what we already know works.
Good things can come of each, but here is the funny thing. I think the
coaches with the least amount of acquired knowledge and expertise to
exploit are actually the ones most often operating in that mode, pressing
hard for accomplishment of what they already know works by the ways
they already know to get there. Coaches of long experience, good ones,
who have gained a lot of knowledge and expertise mostly get better at
the exploring and do it more. With experience, you gain the confidence
to hold your plan more loosely. You recognize and apply things learnt,
and the execution of it more immediately, you revise as you go. On
route, you can steer things to better outcomes. We are always saying
what we see, but what we see can be different depending on our frame
of mind. They are the ideas we bring with us and then there are those
the experience gives rise to.
When we are exploiting what we already know, everything we look at
readily conforms to the ideas that we’ve brought with us. We are getting
a lot done and often go home that day with a feeling of accomplishment.
When we are open minded to explore as we watch our swimmers and
work with them, many more ideas come to us that the experience gives
rise to. This is fun, sheer fun, and more expression of it probably played
on your face that day your swimmers went home knowing that you like

your job. Now, I said earlier that this distinction is too neat: explore,
exploit. Good coaches are often doing some of each, shuttling between.
They can be spontaneous, they have a plan, but it does not defeat
inspirations of the moment. They can get both kinds of benefit on the
same day. There are three particular times that I think deserve a little
special attention.
My title refers to the time from meet to meet, but of course, there is one
time in every season when you are not between meets; you are before
the first one. This is an opportunity not to be missed. With a season
underway and between the meets, I think we mostly make cumulative
adhoc reforms to their swimming, each one addressing a particular
problem, or improving upon demonstrated shortcomings. The start of
the season is our chance to remake their strokes comprehensively or
systematically. Even when they were good already by and large, this
is valuable. It is the chance to do our first things over again. To plant
things we are going to want to grow later, awareness is that subsequent
instruction is going to make use of. Like, in billiards, they consider two
or three shots ahead and ‘put a little English on it’ as they make the
present one.
I am going to jump down for a moment and give you an example of this.
If you would, and I think I am still mic’ed yes? Picture a ball trapped
between my wrists, let’s say a water polo ball. As you can see, it will
be trapped between the back of my wrists, my hands are tilted a little bit
away from the ball. The pinky side of my hands is higher than the thumb
side of my hands. You already have in mind a certain stroke, go ahead
and say it. Say it again? I could see that after the beginning of the
stroke, but if my hands have not even started moving yet, and if that ball
is higher than my head, would you maybe give a different answer right
now. I am thinking butterfly. Now imagine me pushing off the bottom in
the shallow pool with that ball trapped between my wrists, and letting it
float there so that it is higher than my head. If I start swimming butterfly,
if I take a single pull, what is going to happen to that ball?
It is going to get bumped forward by my head and when my arms come
out behind me I am coming back around to trap it again. We do this as a
drill in our team and I will paint the picture a little more completely. We do
it over mirrors on the floor of the pool. These are eight foot long mirrors
and we have several, so we can make a 16 foot or 24 foot avenue of
viewing. The swimmers have a ball trapped between their wrists and
they just let their legs drag. They go ‘bump, trap, bump trap.’ This on
its own has great merit as a drill, but a further advantage of it is that you
are setting up a wonderful instruction to use down the road. Some days
later when you are ready to give attention to butterfly breathing, and
you want to identify for the swimmers the timing of the breadth, you can
say something concise. You breathe when you want. If they have done
the drill over the mirrors first, that makes complete sense to them and
it defines the timing of the breath just perfectly. But they need to have
done that drill in the first place. This is what I meant when I said you are
planting something that you going to want to grow later. You are setting
up an instruction to come in a progression of instruction, so there is one
example. Yes?
Audience: When you do this, how do you show feedback?

Bill Aden: Well, as I said, they do it over a mirror, or two. That is a stretch
of maybe 8 or 10 yards of swimming. So, they just hold their breath and
the mirror holds their attention. The priority, first of all, is making the trap
position just perfect so that when they put the drill in motion, and they
bump the ball and their arms come out behind them, the position and
the motion of the recovery is guided by the idea of where it is going to.
If they know that they are going to trap the ball again and not just grasp
it with their fingers, that guides the way they are recovering toward it.
The back of the wrists are leading, the fingers are pointing backward. It
really works well, and, as I said, you get the added benefit down the road
of being able to tell them very clearly what the timing of the breath is, in
very few words and they understand.
‘You breathe when you bump.’ They can continue swimming butterfly
with the idea of ‘bump, trap,’ even when the ball is not really there. For
the swimmers, the start of a new season is a chance to make a clean
break with past practice or any bad habits that crept in. You should take
advantage of this, talk with your swimmers the first day about the value
of letting themselves be in their own mind beginners again, just ones
who are ready to progress fast. Every so often a swimmer in a higher
group on our team will have a conflict with practice time, and instead
of missing the day, will ask to come to a lower more novice group’s
practice. I have noticed more than once or twice how that swimmer
will often then have a breakthrough performance at the next meet in
whatever we worked on with the guppies or minnows that day that the
she visited. What was needed, instead of one more big set, was a review
and some kind of connection of something more basic to the stroke than
she was ever going over in her own group’s practice.
I think the start of the season should be like at all levels. After a high
level meet when maybe just a select number of your own swimmers
were in attendance, and then you are returning to regular practice and
the whole group, this is another special opportunity. In our own LSC, I
come back from JO’s and the Far Western’s full of ideas and vision and
high hopes. Strong impressions of good strokes are fresh in my eyes
for 3 or 4 or 5 days. I have just watched their virtues proven all over
again. Mostly it has confirmed what I already thought and taught, but
seeing it again always puts a new conviction behind my teaching. I am
sure it must come across to my swimmers, but I am convinced of what
I am telling them.
Because it does not merely refer back to the last time I said it, but directly
to the proof. These are the times when we are not just regurgitating
on what we say. We are preaching it, it is not wrote. I think we do
better than as a team, we make good progress. Even when what I
am seeing at this high level meets does not argue with what I already
thought, often I will see something in a fresh way or some new important
place for emphasis. That is what has me most excited coming back to
practice and to the whole team. Beside the new idea itself, knowing the
stimulation it will be to their mental performance to be taken over new
material, and not just treading again in the footprints of where they have
been a hundred times before. The morning of a meet is yet another
opportunity to make good things happen, but it does present challenges.
Warm up should show up your swimmer’s confidence, it should make
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them feel prepared for what they are going to do that day. But it threatens
to do the opposite, to destroy what confidence they had by placing them
in an unfamiliar crowded environment for what is, essentially, their last
practice before performing. It is no small challenge for us as Age Group
coaches, to find ways to counteract this 11th hour bad influence on their
swimming. It is always good to give advanced thought to what you will
have them do in warm up and then get them ready to do those things
well. For example, particular drills that relate to events they are going
to swim that day. If all the ten and Unders are going to do a 50 fly on
Saturday, you can be sure we have spent time in practice that prior week
getting everybody looking really sharp at single arm butterfly, and well
provided with good thoughts to guide them.
It is going to figure prominently in their warm up. Other elements of the
warm up we practice a lot include how to leave the wall. A block start
to the break out, backstroke to a flip. I talk to them beforehand about
doing things well in a crowd. Even when we gather at, let’s say, 7:45 to
discuss the warm up for that day, right there I try to lay advance claim to
their attention in the water, put it on something helpful. It often has to do
with leaving the wall and good features of their posture and streamlines
off the wall. Exactly where they are most likely to be distracted from their
better ways by worries about the environment they are in. Often I will
make the point in some way that they are not already familiar with, and
exploit the special stimulation of the new. They cannot dismiss it from
their act of attention, thinking, “I know this, I have heard these phrases
before.” They cannot tune you out.
They are much more likely to be attentive to something correct, when
it is something that has just made a first landing on the surface of their
brains. Let me finish with an idea you might want to talk with your
swimmers about at the start of the season and get their buy-in. It sets
aside my explore/exploit theme, but for using the time from meet to
meet- it is right on point. When they race at a meet, they want to do
their utmost; we want them to do their utmost. But if what comes out
when they do makes you want to avert your eyes, if it does not function
well, does not keep them going forward at a smooth velocity, does not
conduct energy from cycle to cycle, if it does not appear that they are
holding the water, if they are not keeping out of their own way, then their
efforts are squandered. There is little hope of measurable progress, let
alone looking good.
To make yourself a better swimmer, you have to spend some real time
paying attention to things while swimming, but at the meet it is too late
to start doing this. It will defeat your purpose to go fast. This is the big
idea: attention and exertion interfere with each other. They are like two
characters that never appear on stage at the same time and you finally
realize they cannot; it’s one actor playing them both. Your energy is that
actor. A demand on your attention and the demand for physical exertion
both draw on this one resource and they will rob from each other to have
it depleting the other. The time to give the lion share of your energy to
the mental effort of paying attention is back in practice. Even if it feels
like that shaves a fraction of your utmost, be doing it well in advance
of the next meet, do it every day, and that fraction will grow less. It will
become negligible and then nothing at all.

12
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That is when you have actually acquired some expertise, you are an
expert now, and you can really show it off. You will do it at the next meet.
So, this is the end of the part of my talk that was prepared very much on
paper. I am eager to jump down, and show you some things that I am
up to exploit when time gets short running to the next meet. Thursday
and Friday prior to a meet, these are things you can be sure we would
be doing a lot of in practice, because I know they get good results. I am
going to do that now. Maybe we can dwell heavily on relay order so I
am going to start on backstroke drills with the cup. Let me see a show
of hands how many have done various drills with the cup balanced on
the forehead?
I know a video of this is all over the place on the net. So drills with the
cup are placed here, and at the same time, this trapped here. As they
kick down the pool on their back with a cup placed on the forehead,
they are rolling the sponge out of the water and taking it back under
water. We are rolling it out and taking it back under. Who came to Dave
Durden’s backstroke talk yesterday? Probably everyone I know I was
there and everything began with making the posture. One of the points
on the position in the posture he kept emphasizing was ‘elbow into the
rib cage,’ this will get that. Having the sponge trapped and even more
exactly, give the sponge a little extra squeeze, as you roll it out. All those
of you who are swimmers yourselves and swam in school, and have
these feelings, will recognize these feelings that as a good backstroke
feeling.
So, swimmers do this drill of ‘cup kicking roll.’ They are rolling the sponge
out, taking it back under, rolling it out, and taking it back under. They
practice it by lap with the sponge on each side. Then leave the sponge
on deck, keep the cup, and the next step in the progression would be
‘cup kick and roll plus far.’ They just imagine the sponge on each side;
they are rolling. When they think they have gone about halfway, they let
one of those sponge rolls up and begin swimming. They see if they can
get five strokes and five, what we would call, ear brushes. 1, 2, 3, 4, 5,
and still have the cup, and then they are right back into simple rolling.
These are fundamental to our backstroke, all of our swimmers are
familiar with that drill, and it is more experimental toward backstroke
earlier in the time frame, between meet and meet. I want to confirm that
they are looking good in this way immediately before the meet. Yes,
Steve?
Steve: You got two sponges or just one?
Bill Aden: We rarely go two sponges. I find it is cumbersome to give
them too much to put too many things on their body, or ask them to
deal with too many objects when they are actually afloat in the water.
The fewer, the better. One or two, at most. So the cup and the single
sponge is perfect. Yeah. You can find really particular details to focus
on that are good details that apply to the stroke just doing that drill. For
example, keep those fingers in the water as you roll the sponge out of
the water, and I think that sets up the position that you want rising into
the recovery. They risk leading the fingers out and they are just doing the
drill and keeping their fingers in, as they roll the sponge out.
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A good way to articulate the backstroke exit into the recovery after they
have done that drill is to roll the sponge up and release it at the same
time. That is the backstroke recovery. Really, what you are referring to,
is just the feeling of the sponge that they remember. They do not have it
actually anymore, but that makes sense to them. You can express it in
very few words and it is meaningful. It captures a lot of details, so that is
something on backstroke. Breaststroke, let’s see. Breaststroke, rubber
bands on their wrist. I have got them tripled up, these are seven inch
rubber bands. They feel nicely snug on their wrists when I triple them
up; keep the rubber bands in the top inch of water from breathe to kick.
Who attended Ray Looze’s talk on breaststroke yesterday? No, two
days ago. The technique talk. He focused on the recovery going on the
surface, no plunge from the breath to the kick, we aim to that keep the
rubber bands in the top inch of water from breathe to kick. Butterfly:
more on the rubber bands. Press your chest into the water and keep the
rubber bands out of the water at the same time. I can remember the first
time that jumped out at me. The first time that occurred to me, I thought
of that as a useful instruction. I can even remember what swimmer I was
watching– it was Natalie Coughlin. She was 13, or 14, years old. I was
watching her do a 200 fly at the finals of a local JO’s. I was watching
the swimmer leading the race, leading the heat halfway into the race
by about a lap, and just letting things jump out of me and all at once I
could see it.
She was pressing her body here into the water and keeping her wrists
out of the water at the same time. Freestyle: more on the rubber bands.
Put your fingers into the water before the rubber band, instead of the
rubber band before your fingers. All the fingers in before any of the
rubber band, even the next hand in after a breath. Back to backstroke
on the rubber band. Feel the rubber band go under before your
thumb goes under and I think that makes the kind of entry that you are
looking for rather than anything different from that. It will tend to keep
the momentum going down it with it. Rubber band goes under before
your thumb goes under. I’d run through a few. Does anyone have any
questions relating any of those instructions? Say it again. Yeah, press
your chest into the water and keep the rubber bands out of the water
at the same time, even right after a breath. Freestyle turns; yes, I am
sorry?
Female Speaker 1: Is there something you add to that to introduce the
timing of the kick?
Bill Aden: When you say the kick you mean the kick that lifts their hips,
or the downward motion in the kick?
Female Speaker 1: Both.
Bill Aden: Both, okay. This gets to another thing that you have to find us
doing immediately prior to a meet. I would go at it first doing single arm
butterfly with fins on. How many times do your fins bend per cycle of the
stroke? Those who have done it for a while know what we are looking
for, but I am asking to check it again. We are looking for two fin bends
per cycle. Then I would ask them which one lifts your hips? They both
lift your hips, get clear on which ones of those two fin bends lifts your
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hips. That on its own is really helpful for swimmers to do. Then when we
start on a butterfly progression with fins on I find I am pretty eager to
get the fins back off of them. The fins were just there in the first place
to establish the feeling of something actually bending and to be able to
refer to the fin bends later, even after they have taken them off.
Then in a further way, we talk about those two fin bends is I would
tell them, one of the fin bends puts you under the log and I hope that
is meaningful to people. There is the stroke where they are ducking
beneath the surface shallowly and the other fin this second definitions
of the trade, but the timing is perfect. The other fin bend puts the curve
in your exit, it rounds off the back of the stroke. It is just an arbitrary
association, but the timing is exact. If they are feeling that second fin
bend, the one that makes a little toe scratch without it and lifting their
hips if they are feeling that happen as their arms come along, and
they relate the two the timing is just right. The other fin bend puts the
roundness in your exit, so that gets a flip action maybe in relation to the
stroke. Any other questions? Yes.
Male Speaker 5: There will be different rubber bands in all the kids’
gear bags?
Bill Aden: No, no, no. We have piles of rubber bands around the pool.
The kids get them on their wrists and the idea is just keep coming once
we start with the rubber bands. They apply in all four strokes, you know,
additional ideas. A further thing on butterfly and this addresses breath
timing in coordination with a stroke. Let your arms come out of the water
behind you while you are breathing, then back again before you see
them. They are coming toward your peripheral vision, back before you
see them just that. With most of the swimmers, I mean beyond the most
elementary level, that is something they are already doing correctly, but
it is nice to put their chin on it. For them to notice, ‘Oh yes, my arms do
come out of the water while I am breathing,’ and then it feels right to be
ducking again before I can see them in my peripheral vision.
I was about to move on to turns freestyle turns for turns free to free. I
will tell this one: we will start from mid-pool to do some turn 25s. I will
ask them, ‘Can you go down into the flip?’ Let me be clear what I mean
because what I am referring to when I say ‘down’ at this point is not the
submersion, but the actual going down. Can you go down into the flip
just one second after the T, and still get your feet on the wall. You will
find that this is an encouragement to submerge because they have to
find a way to cover a greater distance in a limited time. It is fun for the
swimmers because it is a challenge; it is like a contest and it is also good
because one second is time. When the stop watch is not in front of their
eyes, time is sort of stretching. To say one second it is a place holder
for the idea of just a short time. “Can you go down into the flip just one
second after the T and still get your feet on the wall?”
Let them try that a few times and I think you will like what you will see.
You will see them submerging into it, you will see them before they go
down going a little deeper, and getting water flowing over the back of
them looks really nice. Certainly no rising again before they go down.
Backstroke turns: back to back. All the swimmers on our team long
before an upcoming meet have had plenty of opportunity to do what we
refer to as, ‘mid pool flips.’ They will swim backstroke till they believe

they have gone about half a lap and then a defined way they will go over
on to their front and flip when they are not at the wall. They are just about
12 and a half yards out, they will perform the flip. To one side of our pool
is a grassy area and we will do a series of these 25s backstroke to mid
pool flip. I will tell them every time, ‘Go over like you are making your
imaginary cup fall towards the grass.’
So in the next lap, they are swimming backstroke and then they are
going over to their right. The next one, they are swimming backstroke
and they are going over to their left. We might do 12 of these and every
swimmer in the pool, I know, for sure, just got six rehearsals going over
to her right and six rehearsals going over to her left. This is crucial for
them to counteract the tendency to develop a preference a way of going
over. So they got that practice in place and then, immediately prior to a
meet, we will do a lot of backstroke. Actual backstroke turns, in and out
of the wall with a beeper with a tempo trainer. What we are focused on
is staying with your beeper inside the flags and then being willing to go
over either way, which they really are. They are comfortable going over
either way. I tell them be willing to go over either way so you can always
go over when it really is the right time to.
Again, just give them a couple of opportunities with the beeper and, very
quickly, they get very good. Then it is just continued practice at getting it
right. So, turns back to back with the beeper. Any questions free to free
or the back to back? Any questions on any of the other things I have
talked about? If I could jump back to freestyle stroke and I want to credit
Steve Haufler, sitting right here, for the original idea of using this, which
he refers to and I do now as the head coach. If I may put this on him,
he says it does not hurt, he says he is okay with it. Keep your pencil in
the water, even when you breathe. Keep your pencil in the water, still
going, even when you breathe. For young novice swimmers, I will even
say to them, there is always a known parallel to the pencil even when
you breathe.
For more advanced swimmers, I am up to present that kind of information
to them in this way, “How fast are they going, your arm and the pencil,
when they are parallel? Build. That is what ‘build’ means. Increase that
speed, how fast they feel like they are going when they are parallel with
each other- that is the thing to build.” You will get a better look of freestyle
build if that is the instruction. They will go more to the legs to increase
the speed as you want them to, rather than just starting to scramble
thinking that they are going fast when they really aren’t at the end. So
any other questions, anything more on freestyle stroke, yes?
Female Speaker 2: I have found that breathing causes a lot of issues
with our swimmers’ strokes.
Bill Aden: I agree, completely that that is really important. A lot of
subsequent problems you see coming out in that breakout stroke can be
traced back to issues of breath holding in the flip itself and when leaving.
I totally agree with that. Bubbles coming out, I would say: the fewer, the
better. The more air they can keep in them as they flip and leave the wall,
the better so that they are still buoyant and comfortable in the streamline
leaving the wall. On our team, when we practice turns from free to free,
the swimmers almost never actually start swimming on the way out, they

just hold their streamline as they rotate to their front. I will tell them, ‘It
is good if your back is still going when it is coming up.’ So I get them
focused on a part of their body other than their head and they know that
they are not going to do the next thing after streamline.
I find this a general principle. Whatever it is they are doing badly, do
not let them continue beyond that. Let that be the end state of what
they practice. If what is catching your eye as a problem is the quality of
their streamline on the way out of the turn, practice turns in which they
do not do what would come next, which is start swimming. Just hold
that streamline. Focus on details of the body actually floating up to the
surface again in the streamline. Other questions? I am not certain what
time it is. 19 minutes, that is plenty of time. I am not sure tricks, generally
it begins with something that I refer to, and I know coach Steve Hoffer
refers to it as ‘the ready position.’ So before we are talking about the
turn, if before the swimmers have any sense that, we talk about how to
leave the wall.
They are on the wall with one hand and both feet and they have one
side of their body is further from the wall. That side of their back is a
little deeper than the near side of their back and they are facing the wall
that they are going to leave. They going to keep looking at the wall as
they start to leave and they going to see water coming down behind
their head as they are going under. The hand leaves the wall and they
drop under and then they touch and we get a really sharp check mark
position. I talk with the kids about this sometimes. It puts me in mind of
that old movie, The Karate Kid. Hands up, how many people remember
that movie? Yeah, yeah, yeah. It was so funny the way that the trainer
that the boy had had him do all of these exercises and the boy didn’t
understand what this was leading toward, or why he was doing them.
Finally, in frustration, he was ready to quit.
You know, washing the car and painting the fence, and finally the teacher
showed him. Pose like he was ready to strike and showed him how he
could just ‘paint the fence’ and he would shut up and it perfectly deflected
the punch. Then ‘wax on, wax off,’ and he did the same thing and this
is that same idea. You are preparing them to do something before they
understand what its preparation for. Then they discover, all at once,
they are farther along in the acquisition of that skill than they even knew.
They get perfect at leaving the wall from a ready position and then the
instruction for the turn south can be so simple. Make a two-hand touch,
then go to the ready position, and leave the wall right away. A detail that
I like to focus on is that, when they actually putting a turn in motion, when
they perform the skill, their hand will come off the wall before their feet go
under and that will make the turn feel faster.
That is the one way in which it is different from setting yourself up in the
ready position, where you have your hand and your feet on the wall at
the same time. I tell them that will never actually happen in the turn, but
otherwise it will feel just like going to the ready position. Okay, for the
approach to the turn, we focus on making the touch with a high flat back
instead of a rising head. ‘Make the touch with a high flat back,’ that is
something we give a lot of attention to, and again, I let them practice that
without taking it any further. They just swim in, do that, and hold their
breath for three more seconds, so that’s some information on open turns.
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Bill Aden: Yeah. Yes. I bet they enjoy it; it feels athletic and it is
counterintuitive to be at the wall in some way other than that.

swimmers need is a reminder to try to breathe exactly when you bump.
Do not be starting to breathe a little before; do not still be breathing a little
after. Can you breathe more exactly when you bump? The inference, I
think, they make from that is that you need to continue moving forward
right up to the moment you are inhaling and continue moving forward as
you are coming back down. You are always going forward, even when
you breathe, and I think what stops them from going forward is starting
to breathe too early or still breathing too late. So if they can make it
more precisely when their head will be striking the wall, I think that is
going to preserve more forward velocity through the breath. Yes?

Speaker: We turn it into a game when we leave the wall, too. They try to
do it as fast as possible.

Female Speaker 4: Butterfly, are you teaching a lower stroke or one that
presses very deep?

Bill Aden: It is snappy. Yeah, I bet they really like that. That is great. Any
other question on strokes or turns? Yeah.

Bill Aden: Do you mean specifically when breathing or even when they
do not breathe?

Speaker:: How do they know when to breathe in butterfly?

Speaker:: Either.

Bill Aden: Yes, well if they first learned the drill that we call, ‘bump, and
track.’ So, they have done that drill.

Bill Aden: Something I said yesterday for butterfly is ‘imagine you are
swimming under a very low ceiling, so low to the water that your head
touches it when you breathe.’ Make a long skid mark in a short time
when breathing your head on that ceiling that is just inches above the
surface of the water. Make a long skid mark in a short time, rather than
breaking a hole in the event, which I think is what you are illustrating
there.

Female Speaker 3: We have found a way we have a lot of success with
turns is during a lot of our 50s and 25s with open turns…
Bill Aden: Yes. In the open away from the wall? Or at the wall.
Female Speaker 3: At the wall and the more we do one at a time, the
better we are.

Speaker:: Sorry, could you describe the breathing for this last drill?
Bill Aden: Oh, forgive me. You are referring to what I said more
recently, yeah. So, let your arms come up behind you while you are
breathing. If you said nothing further, but just that, that could clean up
some swimmers or clarify something that might not have been clear
to them before that. I mean, when you are walking at a meet, there
will be, hopefully, swimmers other than your own, and you see some
novice level swimmers with some very fundamental looking flaw in their
butterfly timing and you are not sure how to put into words what is the
problem, but you know it is totally wrong. That is it.

Bill Aden: I think that things are associated and if they can try for the
feeling of their head moving on that ceiling at higher speed so that it
makes a longer mark in a shorter time, I think you will see improvement
in both the timing of and the freedom of the recovery. Even the shape
of things back there, where their wrists are, where their fingers are, how
their shoulders are moving, and the curve of it.

Male Speaker 6: Wouldn’t the ‘breathing on the bump’ lead to a…

I think maybe a good way of getting at all those improvements would
be the focus on the forwardness of the hip through the breath. A second
way, if the swimmers are familiar with the idea of going under the log, I
would say to the swimmers, “Can you breathe a little further ahead of the
log that you just went under? The one right back there behind you? Can
you breathe farther ahead of that log?” If you are really doing it, it will
make the breath feel lower and more forward moving. So, again, it is the
instruction down the road depends on knowledge from higher and more
fundamental drills. The later instructions for more advanced swimmers
still refer the features at the most basic drills that they started doing as 8
and Unders. Yeah, anything else strokes, turns, starts? Yes.

Bill Aden: Well, you know, the instruction’s ‘you breathe when you bump
sounds like –‘

Male Speaker 7: What’s your preferred back to breaststroke turn and
how do you teach it?

Male Speaker 6: Start to breathe when they bump..

Bill Aden: We do a traditional turn and I have not tried for anything fancier
or newer. I see fancier, newer things, I know what some swimmers are
doing. I am not dismissing it necessarily, as valuable, but we have a
limited time and we have our priorities. The upper level they are at, it
is more consistent with the instruction they are getting on all the other
open turns. From the back to breast turn down in the traditional way, you

They are not letting their arms come out while they are breathing. It
seems that their arms do not want to come out and put their faces in.
That is the root of the problem, if you just told them that alone, that
may be the magic wand that they needed waved over their butterfly.
Everything that happened immediately before and after will also depend,
but the full instruction would be ‘let your arms come out while you are
breathing and then duck again before you see.’ You can feel them
coming toward your peripheral vision, duck before they get there to
where you can see them. Yes, please?

Bill Aden: I am getting there, yeah. So, ‘you breathe when you bump’
is an instruction that our 8 and Unders hear within the first week of
beginning instruction on butterfly. However, I am still talking about that
with our most advanced 11 and 12s because I find what a lot of those
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can tell them go to the ready position and leave the wall right away. They
can associate it with what they are doing when they do a breaststroke
turn, or a butterfly turn; it is the same thing. You can even tell them ‘your
hand will leave the wall, your hand may leave the wall, before your feet
go on it.’ So it coheres more with the instruction that they are getting at
all the other open turns. They can reduce types of turns to almost to
two flip and open and there really are mainly commonalities between all
the varieties. So that is another valuable thing about sticking with the
conventional turn, at least for swimmers at this stage. Yes?
Male Speaker 8: Any advice on breaststroke kick and wide kicking?
Bill Aden: It is funny, a few years ago I was giving a private lesson to a
swimmer, not on our team, but she is a family friend. Anyway, her father
was sitting beside the pool watching and he was a doctor. I cannot
repeat now exactly what were the anatomical terms that he used, the
child was maybe 7 or 8 years old. But, she was doing some breaststroke
and her knees were going very wide and coming under her belly and
I was working on her with it. He sort of chuckled and shook his head
afterwards and he said something, I do not know, he said it wasn’t just
hip flexor, but he referred to some part of the joint in here that allows an
incredibly free range of motion when the swimmers are younger than
puberty.
That makes it a great challenge. Things we focus on are keeping the
knees facing the bottom, even as some space opens between them;
keep your knees facing the bottom. We do it over the mirror, and I find
when I am in the water with young swimmers and we are working on
breaststroke kick, it is not something I plan to do, but it just happens.
I often want to place just a gentle hand on their back and not pressing
hard, they are floating. I want them to stay afloat. I just place a gentle
hand on their back and assist their speed. Keep them moving. It is like
they are on a stretch cord swimming toward the point of a good catch,
but serving the same purpose. Velocity helps everything absolutely
everything, if in any way artificially you can increase the forward velocity
of the swimmer moving in the water, whatever movements they are
doing within their own body they will do that.
I think this is an instance of that. If you can just keep them moving
along at a little bit better speed than they are generating on their own,
I think you will see improvement in the kicking technique. Then when
they are swimming I would focus on the point, as I said, at butterfly they
are always going forward even when they are breathing. I will tell them
in breaststroke, ‘swim like your whole purpose is to keep going forward
between the kicks,’ and your kick itself will feel like it works better. So,
those are some points on the kick. I agree completely that that is a
challenge with young swimmers. Yes.
Female Speaker: What are you points of instruction on starts?
Bill Aden: Okay are they doing track starts? Are you referring to
swimmers doing the track start? We begin with two feet forward and I
keep them in that kind of dive a little longer than most coaches and most
teams do.

That is by design with our entry level group with guides. It all begins with
rolling starts. So, both feet forward, often I will have them do what we
call- this a thumb length. I like this better than the ‘wrapped and trapped’
hands because the kid’s legs are so big in proportion to their body, like
the head does not fit, yeah, into such a narrow space. So, they do a
thumb length rolling start. They will come down, fingers on the wall, and
they will just roll your way ahead of your feet. Go when you have to, not
sooner. As they develop that to the point where they can actually do
in the meet, if they are not rolling, I do not want it to be too remote from
that introduction. So, I keep the swimmers in our entry level diving with
two feet forward.
Even if they will react, even if they are not beating other competitors in
reaction time, I find that generally they enter better, hold a better speed
line, and break out with more speed. I will take that over a reaction
time. Yes?
Male Speaker 9: What about working on the timing of certain stroke?
Bill Aden: Yeah. I mean, wherever your eye just identifies a flaw, I think
if you can define the frame of time in which it occurs between this and
that and decrease that time, it will tend to get rid of the problem occurring
in that. If you can reduce the time in which the problems occurs, you
often can get rid of the problem itself. You put me on the spot having
to think of instances, but that is just a general principle. If you can
define for the swimmer a frame of time between ‘this happening’ and
‘this happening’ in their stroke and, for example, flip turns.
Do you guys know this? Abraham Lincoln’s hat, stove pipe hat, push the
hat back and then make a streamline, and when you watch swimmers
do sloppy flip turns, especially free to free, where they know that the
next thing they are going to have to do is rotate on the way out. I
think almost all the problems that can occur happen between the head
push, which comes right there and the streamline. A good challenge to
present to young swimmers is, ‘can you be faster from a head push to
the streamline?’ and there is an instance of reducing the time in which
problems occur and often you will find that you get rid of the problem.
There is a time for it to happen. You know, the play for the hands when
the feet searching for the wall, or hitting not at the same time. It will tend
to address all of those problems, if they just reduce the time in which
problems occur.
Male Speaker 10: Is there a specific time you look for a breath in
freestyle?
Bill Aden: Yeah between seeing the arm and getting the next paddle,
I think if you can reduce that time you will get rid of a lot of the play
that you see here and here. Yeah, absolutely. Anything else? I really
appreciate you all sticking around. I know it was the end of the day;
thank you so much.ASCA
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self-correct technique

Increases the ‘feel for the
water’ and allows swimmers to
make adjustments to improve
stroke technique

inside isolation

Using the edge on the inside
(yellow on left, grey on right) allows
swimmers to isolate and engage the
pectoral, bicep and deltoid muscles

ISO | STRAPLESS ISOLATION PADDLES
Dual-function design makes Iso the ideal training tool for coaches and swimmers!
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(Recommended for freestyle and backstroke)
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SWIM BUSINESS INSIGHTS

QUICK IDEAS FROM COACH BETH WINKOWSKI
1 “All the coaches in town are my friends. But I
cannot have a bad day because if I do, our clients
are going to walk out the door and go down the
street to someone who is NOT. With this business
model, we have a place for almost everyone.”

SwimErg

The ultimate swim bench for developing
swim-specific power and stamina
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5. “We leverage our name recognition with a
2. “Your business supports the culture of your service program for pools called “Dynamo Pool
team. Nothing is more important.”
Management. We serve 65 locations. It creates
$70,000 a year in additional purchasing power.”
3. “Our staff has a really robust benefits situation,
where they enjoy medical, dental and vision 6. “Multi-sport is part of Dynamo. Its Triathalon.
insurance. We have matching 401K’s, health We also do a Multi-sport JUNIOR program that
will generate funding in the future.”
club memberships.”
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Improve Stroke Efficiency
Measure Power & Performance
Build Specific Power & Endurance

4. “We have a bridge program that operates
between lessons and swim team. We want them
to fall in love with swimming and stay in our
building.”

Trainer
Swim

The ultimate training tool for developing
swim-specific strength

Build Swim-Specific Strength
Develop A Perfect Pull
Gain Powerful Starts & Turns

“Not everything
that can be counted
counts, and not
everything that
counts can
be counted.”

“Great spirits have
always experienced
opposition from
mediocre minds.”
Albert Einstein

“Rock bottom is
at least a solid
foundation.”
J.K. Rowling

“A lie has speed
but truth has
endurance.”
Edgar J. Mohn

Albert Einstein

22

ASCA NEWSLETTER I 2018 EDITION ISSUE 2

1 Allen Martin Drive | Essex Junction | Vermont 05452 | 800-488-VASA | info@vasatrainer.com

INSPIRATION FROM WALLY FALL,
ASCA NEWSLETTERLA
I 2018 EDITION ISSUE 2
ALEXANDRIA,

23

ASCA LEVEL 4
LEADERSHIP SCHOOL
IS NOW ONLINE!
GET CERTIFIED TODAY!
"Life Plus Membership
is the best value in
American Swimming"
Coach Steve Morsilli
Pleasanton Seahawks, California

876 Members of the American
Swimming Coaches Association

are

LIFE PLUS MEMBERS...
WHY NOT JOIN THEM?
Life Plus investment in ASCA is $2,000 for a USA
member and $2,500 for an International ASCA
member. Payments can be made in four equal
payments over a one year period if you wish.
(arrange with our membership department.)
To join as an ASCA Life Plus Member,
Call 1-800-356-2722 (in the USA)
or 954-563-4930 from international.
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Life Plus Membership means:

1

Your World Clinic Registration is paid FOR LIFE. You'll never pay again
for the body of the World Clinic. At an average cost of $400 per year, it
takes only 5 registrations in your lifetime as a coach, to make this
benefit ALONE pay for your Life Plus. You simply register as usual, but
with no further charge!

2

You never again pay for yearly membership. It's paid. Period.

3

You get one copy of every ASCA school for yourself. (or give them to
one of your staff if you have already taken some of them.)

4

ASCA Life Plus is tax deductible as a business expense for you as a
swimming coach.

5

Every Life Plus dollar goes into the ASCA Reserve fund to help you
and us build the long term financial health of your professional
association.

A MODEL FOR
LARGE CLUB
BUSINESS
OPERATIONS
Presented by Beth Winkowski, Dynamo Swim Club
Male Speaker: Terrific swimmer, terrific coach, terrific mom, and she
understands the business. Beth, come on up.
Beth Winkowski: Thank you very much. A couple of thank-yous before
I start. Number one, thank you to ASCA and to John Leonard for asking
me to come and give this talk. They always seem to find the toughest
topics for me to talk about. The first time I ever spoke for ASCA, I
said, “Guy, what do you want me to talk about?” and he said, “Making
distance training fun.” I said “Are you kidding? Okay”. But he knows I
love to coach distance, and then John called me and asked me to give
this talk. Okay, business. There are going to be no sets, there are going
to be no drills, there are going to be no videos; but okay, we will do it.
The second one, and thank you, is this talk was originally supposed to
be given by coach Jason Turcotte, the former Head Coach of Dynamo
Swim Club who passed in May. This talk is a tribute to the model that
Pat Hogan, who is sitting in the room, started at Dynamo in the last 10
years and what Jason did to, sort of, grow that vision that Pat started; so
I hope that I can do those two gentlemen justice in this talk.
Okay, so Dynamo Swim Club. Every time I come to ASCA and there
is a business talk and I go to it. There is a lot of discussion about ‘you
need to do all these things so you can make more money’ and that is
awesome. I am not a person who is motivated by money at all. In a
former life, I was an attorney and I quit being an attorney to come and
be a swim coach. When I tell my athletes that, they are fascinated, “But,
you can make so much money.” “Yeah, but coaching is more fun to me.”
So, when I started thinking about this talk and about why I am interested
in the business of Dynamo and why that is important to me, it is because
of our culture.

A lot of people come up and talk to me about culture. I have a good
friend who coaches for another team at Atlanta, and we were talking on
the phone the other day and he said, “Yeah, you know, all my parents
talk to me about the Dynamo culture and how they wish they had that at
their team.” Their team is a little bit different model in terms of culture
and business. There is another friend of mine in town, and he has a
very small team and he said, “You know, one of the hard things is I have
to convince people to want to be great when they walk in the door, and
you already have that,” and that is a blessing and a curse; but I think the
business model has allowed us to grow the culture to what it is today.
So, why should you care about business and not just your training
paradigms, and your drills, and your sets, and your goals and things
like that? You should care because I believe your business supports
the culture of your team, just as George said. Likewise, your culture
will support your business if you want to have a business that allows
you to grow the type of culture on your team you want. Then, that is
immediately going to draw more members and unique users, so it is two
ways; and your business will allow you to build your brand. One of the
things we think about and talk about a lot at Dynamo is our brand and
what that means in a local Atlanta area, but also what it means on a
national and international area. So, our culture, our brand, and you will
see any time any coach from Dynamo gives a talk he will see this slide
and the next slide and in some way shape a form.
Our mission statement is very simple and it is ‘to pursue excellence in
competitive swimming’; and our vision is to be the model 18 & Under club
in the United States; and therefore in the World. We have some core
values that are also part of our brand; and I show you these because
as I show you how our team and our business model is set up, these
bleed into everything. They bleed into our swim school, they bleed
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into our Master’s program, they bleed into our water polo program, our
triathlon program, and they are everywhere. They are not exclusive to
the team because they are a brand. So if we are starting a program
or doing something, our core values and our mission are going to be
represented in some way in those additional programs.
So, this is the landing page of our website and it really clearly and
succinctly defines our business model. In the center is Dynamo Swim
Club, the team; and the team is paramount; however, if you have ever
tried to put together a P&L that only involves your team it is very hard
without raising your dues for your athletes sky high to support your
team on just team alone. So, over the years, again starting with Pat
and moving forward and adding more pieces we have added additional
programming, which are the droplets of water around Dynamo Swim
Club and those all support and funnel in to the team, financially, in
some way.
They are all a little bit different. Some are actually part of it. Dynamo
is a 501(c)(3), it is known as Dynamo Parents Club. Some of these
are part of the 501(c)(3). Some of these are for profit subsidiaries, and
some of these are programs. I am reluctant to use the term renters,
but for lack of a better way to say it they are ‘renters.’ But, not in the
same sense that anybody can come in and rent the pool. So these
are the programs and this is what we have at this time. This is our
business model.
The team: I am going to give you the 10,000 foot view of each one
of these programs as opposed to all the details; and the team, I am
going to talk about the least. The team was started in 1964 and had
about 20 members. As of August 21, 2017, we had 907 registered USA
swimming athletes on the team. That is not everybody who walks in
the door, that is just team. We have two locations where those athletes
are at. We are one of the top teams who produce classical Americans
program by United States Swimming. It is something we value. We
are not just going to be good at swimming, we are going to be good at
everything. We are consistently a USA Swimming Gold Medal Club,
which puts us into their Podium Club.
Just recent statistics, 2017 short course and long course, we were
the fifth placed team in the Virtual Club Excellence. Just straight
team revenue: 1.7 million in dues. That sounds like a lot and you are
wondering why we need all those with the programs, but we also have
15 coaches that we have to pay. We have a really robust benefits
situation, where we have medical, dental, and vision; a big bulk of
which is paid by the Parents Club. We have a 401K with matching.
We have health club membership. We have a lot of benefits that that
1.7 takes care of. In addition, we make about $150,000 a year of
hosting home meets; that is not including things like a Pro Swim or
a USA Swimming meet that we partner on and we have raised about
$100,000 annually in fund raising. That ebbs and flows a little bit. A
couple of years ago, we did an expansion on the original building that
was built in 1981, and in that year we raised $1.2 million dollars. But
there was a very specific targeted capital campaign involved in that
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1.2, we do not do that regularly.
Swim school: when you come to ASCA, they have got a whole track
on swim school and it is your number one opportunity to grow your
revenue, for sure. I would argue it is also your number one opportunity
to grow your brand and to grow your membership. If you have a swim
school and they are walking in the door, our swim school is going on
at the same time our team is going on, and the parents are walk in
their 2-year-olds or their 3-year-olds or their 4-year-olds, and they are
wondering, ‘what the heck is going on over there? Look at all those
really healthy, fit, happy kids working out – would not that be interesting
to have my child be a part of that later on down the road?’
We have five locations in the greater Atlanta area. Two of them are at
our main sites, like I said we own two pools. We own one in Chamblee
and one in Alpharetta; but, we also have three partnerships in the area.
One is with Agnes Scott College, which is a women’s college in Decatur.
One is– the interesting thing about Atlanta is that they have pools in
churches; I have never seen that anywhere else- so, we have a lesson
program in Dunwoody, Georgia at Dunwoody Baptist. We have another
lesson program in Buckhead at Ponce de Leon Baptist Church; so we
have five locations and we have revenue sharing agreements with
those three locations that are not our sites.
At our sites, obviously, we get all the revenue from that. Lessons
revenue is about $1.2 million a year with five locations. We have about
10,000 unique users who come through that lesson program. So, we
are thinking about how to expose your brand to other people and how
to draw people in that lesson program. Those 10,000 unique users,
what if we get 1% or 5%? That is huge for your team.
Our programming is pretty simple. We partner with Starfish Aquatics for
our teaching program. We have a program called DynaBabies, which
is for 2 and Unders. We teach adults, and there also is a very robust,
humongous summer league at Atlanta. We also do summer league
tune up clinics under that swim school umbrella, it is not under the
team umbrella. We tried to do it under the team umbrella, but the
coaches were so busy we never had time to do them so we have swim
school do them now. Dynamo Juniors, this program was started in
2005.
We saw a need in our community for a program for kids who were
beyond lessons, but either not emotionally or physically ready for the
team; so we got a lot of “I want to come and do this but I do not want to
go to swim meets.” I remember the first year we did it we had this really
awesome kid; her name was Sarah, she is diabetic. She never wanted
to be a part of the team, but she wanted to do something a couple of
times a week that allowed her to exercise or work out because of her
diabetes. Great place for a kid like that and she was fantastic, like I
said, she has stuck with me and in my heart since 2005 because her
group practiced right next to my group at the same time.
So, it is a bridge program between lessons and team; it is a hybrid,
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so it is like lessons in the sense that you come Monday, Wednesday
or Tuesday, Thursday or one day. It is a Monday through Thursday
program, but it is a swim team experience in that the instructors are
no longer in the water and it is run more like a practice with the goal of
improving stroke technique. The overriding goal is we want kids to fall
in love with swimming. We want them to love it so much that they want
to stay in our building and, perhaps, be part of our team.
The structure, again, is very simple. We have four groups and we
do not have a high school group for this; mainly because of the high
school swimming season and space. We have talked about it, but we
cannot figure out how to make it work. So, there are four groups; we
just named them Guppies, Seahorse, Dolphin and Shark- mostly by
age, and it generates us. We have it at both Alpharetta and Chamblee
and it is generating $250,000 dollars in revenue for us annually; so it is
huge and it is feeding our team.
Master’s program, everyone has a Master’s program; that is our Masters
Coach, Maria Thrash on the right. Fantastic. She has been around
forever. She went to Clemson; she wants to make sure you know she
went to Clemson and that T-shirt is from one of her Masters swimmers
obviously. That sums up who she is. She is beloved by everyone in the
building and she is great. I think she is actually coaching my practice
this afternoon with my kids, so she will step in and do whatever. She
has coached club kids, she has coached collegiately, she has coached
Masters, and now she is actually coaching triathlons; which I will talk
about in a minute, as part of our program.
So, we have about 9,600 visits that we are not quite sure how many of
those are unique versus new. We have 250 members registered, which
is an increase. I am going to talk about, in a minute, our Multisport
program. We are about 150 before the Multisport program came in, but
those two programs work together. Revenue is about $125,000 dollars
a year. We have a unique situation, where we own our pools. We are
the owners and it started at our Chamblee facility. The pool is on park
land, which we lease for a very low rate.
We just re-did the lease at the same price, Pat, that you got years ago
so it was awesome. But, part of that, we feel like we must and should
give back to the community of Chamblee, in which we are located.
Again, our Alpharetta facility is in a shopping center. It is in an area
called Alpharetta Johns Creek and we want the community involved
in coming in. So, recreation and wellness is probably not a revenue
generating situation, but we do think it is important to give back to our
community. I will go through some of those ways in a minute. We do
have water aerobics and arthritis, it is about 4000 visits annually; and
recreation swimmers about 12,000. It is hard to figure out how many
of those are unique from our data, but those were about the number of
visits we have. Again, they are not huge revenue generators compared
to some of the other numbers I have shown you before. $10,000;
$50,000; and about $50,000 for rentals, so not hugely big in the line
items in the budget; but, important in terms of how we give back to the
community.
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We have a ton of programming, so water aerobics is big with some of
our ladies there. We do ‘Arthritis’ and we partner with a program called
‘SilverSneakers,’ where senior citizens can come in and participate in
lap swim or in the water aerobics and they pay a very reduced rate.
Obviously, we have lap swim. We rent – a little bit- to high schools,
mostly at our Alpharetta facility. Most of the high schools down by my
pool at Chamblee have their own pools, but up in Alpharetta those high
schools do not have pools, so we rent to them. We also work with the
local firefighters and police and we give them pool time so that they can
come in and do their water rescue training.
We have a partnership with Special Olympics in Blaze; and we do that
on Sunday. Our kids actually work with Paralympians and veterans
and things like that, and get them in the water and get them swimming,
which has been awesome because this year we had a girl go to Rio for
the Paralympics, which has been a great brand building moment for us.
We collaborate with the city of Chamblee in terms of offering swim
time for camps for free, we do not charge them anything. Again, not
necessarily revenue generating, but even if someone comes in for
water aerobics or SilverSneakers, and it is someone’s grandmother
and they go home and say, “Hey I saw swimming lessons; I want to
help sign you up for a team,’ or, ‘That looks great!’ and then all of a
sudden you have got another person walking in the door beside the
grandmother.
Everything I have shown you so far is under the 501(c)(3) umbrella; it
is part of Dynamo Parents Club. This is the first step outside of that.
We started something called ‘Dynamo Pool Management’ and it is a
subsidiary of the 501(c)(3), but it is for profit. All the proceeds, all
the revenue after they pay expenses, goes back into Dynamo Parents
Club; that is how that is structured.
The company is in Atlanta. It is hot, there are tons of neighborhood
pools and apartment pools and things like that. Our company goes out
and services these pools, in terms of getting them up and going in the
summer or taking care of maintenance during the summer, and during
really all year depending what the contract is. Supplying lifeguards,
training lifeguards; all those services are provided. Again, our brand
so the Dynamo Pool Management truck pulls up, the Dynamo logo is
different color, but it is exactly the same logo, ‘Oh! Dynamo, what is
that? Oh! I heard that is a great swim club…’ gets the wheels turning.
We have about 65 locations that we serve currently and one of the
interesting things I learned when I was preparing for this talk, which I
am not sure I realized, is because of that company we can purchase at
wholesale for our own sites. It is estimated that we create 65 to 70,000
dollars in additional purchasing power. So, if I have a heater that goes
down at the pool we can get it at wholesale, instead of purchasing
it at market price, because of the pool management company. It is
a hidden benefit financially to our team by having that company, and
obviously because of the company if I have to get the heater installed,
it is done by our company so we have no labor costs at all.

Multisport. This was started in 2008, actually by a friend of mine that I
swam with in college, and his name is Matthew Rose. His sister is Gaby
Rose; might be familiar as an Olympian, and this has been probably
the fastest growing segment of our business. I have a lot of slides
on this one. So, ‘Multisport’ is triathlon; it is a huge business, lots of
money. Matthew Rose started a limited liability company and started
this Multisport business and partnered with us. This is not under the
501(c)(3) business. He carries our name, but it is his business. The
original agreement was we got a percentage of his sales and that was
to minimize his risk on the front end, as he was starting the company.
But now, he pays a monthly rental to Dynamo Parents Club. So, they
have 5 coaches and they have 120 athletes.
Some of those athletes mingle in-between Masters and Multisport,
so those numbers are a little bit mixed. They have been in business
for nine seasons and they have had 350 unique athletes during those
nine seasons; they provide really unique services that are outside the
scope of the team. They do indoor cycling classes. When we did
the renovation, they actually committed a large portion of money in
fundraising to the 1.2 that we raised and that was for the purpose of
having, specifically, their own space with their CompuTrainer. They
have their bikes and it is their own room and it is their space. If we
have a humongous swim meet, they give it up; but other than that,
it is their space. They do individual coaching and programming,
open water, running, and cycling. They do lactate testing and that is
available to our athletes because their coaches are trained in that, and
as I said before they have close ties with the Masters.
They have gone so far into building our brand and at times I am a little
jealous of how they are building their brand. I feel like I have to sprint
to keep up with their brand. They have three professional triathletes
in the program. They primarily have a footprint in Georgia, but they
work with athletes throughout the country, including some of these
states. They have competed all over the world, in terms of where
they have gone. They are not just doing the little local triathlons or
runs or bike races. 19 athletes have raced in the 2017 Half Ironman
World Championships this year; 19 Dynamo athletes wearing Dynamo
apparel. We are the only program in the entire southeast that has sent
at least one person to KONA for the World Championships for the full
triathlon in the last nine seasons.
Haley Chura who is one of our professional athletes, who is a former
University of Georgia swimmer has been there three times. Actually
I just found out about 2-3 days ago, after I had finished this, she is
going for a fourth time. She just qualified again and there is a lot of
controversy about women in triathlons and how much harder it is for
them to qualify for big events like this than it is for the men. So it is
a huge accomplishment for her to have gone four times. There is no
internet down here and I apologize, but one of the coolest things was
IRONMAN just started putting out the commercials for KONA this year,
and we are in it.
Erin Humsey, one of our athletes, is running down the road in her

Dynamo stuff, smiling. I do not know how she is smiling because she
looks really happy, I would not be at that point. But – smiling, and
there is our Dynamo brand on national TV. Man, I was going to show
that to you, but there is no internet down here, I apologize. Then
we have had two national amateur champions in the United States.
Haley Chura, before she went professional in the Olympic distance,
and Betty Janelle, who is the most spirited and loudest human being
on the planet in the sprint; she is fantastic.
We also had representation in 2016 in Rio. Sarah True is one of our
athletes and this is a great story. There is a crazy race called the
Epic 5. Anybody heard of it? Okay. So it is called the Epic 5; it is five
triathlons in five days on five different Hawaiian Islands. You have to
apply to go to this race and you have to be accepted; and no woman
has ever been accepted until Dani Grabol, who is in our program. In
terms of building your culture and building a band, like she came back
and we had her sit down with our senior athletes and tell her story
and her journey of getting there and her journey began long before
that. She actually got into triathlons because she was overweight and
unhealthy.
I figured out who this woman was, who was training for this, because I
was not sure. I started hearing this rumor like, ‘This woman is going to
do five triathlons in five days,’ and when I saw her I thought, “Well, she
does not look like a triathlete,” but there she was. She did all. Now
she has written a book about her journey in that race and fantastic.
Then, probably hands down, my favorite people in the program are
these brothers: Brent and Kyle Pease. Kyle has cerebral palsy and
has since he was born and Brent was doing triathlons. Kyle said, “Why
can’t I do them, too?” Brent and Kyle have done three IRONMANs
together; where Brent swims with the boat with Kyle in it, and then he
runs and pushes him, and they have a bike.
I had a picture of the bike, but I ran out of places. They are at the
forefront of what is called ‘push-assist competition’ for triathlons.
Again, they are fantastic and they tried to get on the Ellen Show and
they did not quite make it, but they were on several other morning
talk shows with their story and their journey. They are so inspiring,
in terms of how they operate and, in terms of building your brand and
building your culture, how fantastic is that for those guys to be training
at your facility with your athletes? It shows them that there are no
limits and there are no boundaries, and if Brent can pull Kyle in a boat,
then surely I can swim the mile in a race. It is fantastic.
In 2016, we started a Multisport Junior program, which is basically just
a kid version of the Multisport. It does not generate revenue at this
point, it is a bit of a loss. But, we believe that this is something that will
grow and I think the first year we had two or three athletes. I think we
got about 12 this year. It is not one of the places where I can give you
numbers that it is going to show, but again, this is one of our kids from
the first year just doing a little local triathlon. There was our brand,
looking sharp. More people are in the community wondering. We are
touching more people in the community, wondering, “Hey, what is this
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‘Dynamo’? I keep seeing T-shirts”; and actually, one of things we do,
this is kind off topic from the business talk, but being involved in the
community Chamblee Middle School puts on a mud run every year and
we sign all our kids up because we want to be a good member of the
community.
The first year, I swear the first 25 or 30 kids over the line all had Dynamo
shirts on. I thought, “That is awesome,” you know if you are a parent
whose kid is in this race and you are watching T-shirt after T-shirt after
T-shirt come across the line, why wouldn’t you wonder where these
really healthy, fit, active kids come in from?
Water polo; as swim coaches we have a love-hate relationship with
water polo, right? But, it is a way for you to build your business. So, the
Masters Water Polo Program at Dynamo has been in existence since
1995. It clearly has about 40-50 players and the youth started in 2016.
They are growing; not quite sure where it is headed, but it is growing
and both of these are generating revenue. They are a separate 501(c)
(3) and they pay rent to us. Again, they carry our name, they carry our
brand, and they operate under very similar mission values as we do.
Their annual budget is estimated to be about $100,000 for their
501(c)(3); they are a USA Water Polo sanction program. If you are
wondering how to set this up, they have their kids, I think a lot of those
are on a monthly system for paying in and their kids pay a seasonal
fee. They just pay one time upfront and go; these are some of their
accomplishments. I did not know some of this. I went to them and
said “Hey, I am giving this talk,” and I was impressed because they
are usually coming in after my practice and usually you know that is
when I have got the 12-14 year olds in the water. I am always yelling
at them, “Hey, stop deck changing back there! I got 14-year-old girls
in the water,” and “Hey, go throw the ball somewhere else,” and “Hey,
high school kids, watch your language!” because they are high school
water polo, so I am always a little exasperated as they are coming in.
They are very enthusiastic; they are kind of like puppies. They have
done some really impressive things that I really did not realize. So, they
had players competing in Hungary at FINA Worlds out of this program,
which I had no idea. They are one of the largest and most active
Water Polo Masters Programs in the southeast and they give back to
the community in terms of participating as coaches and referees, both
locally and nationally. The youth program, which was established in
2016, has taken off like crazy. Stuart, who is in-charge of that program,
is constantly emailing me the latest thing they did. Last week, he sent
me their channel; I have not had a chance to watch, but again they are
growing their brand and their idea under the same umbrella of values
and missions that we have.
So, they are getting kids into the water polo pipeline and moving them
up, just like we are in swimming. In summary, for us, because we are
owners of water and not renters of water, we have idle pool time we
are trying to fill up. So, practices for the team are over at 8. Water
polo comes in at 8 and I do not know what time they leave, 10? I am

30

ASCA NEWSLETTER I 2018 EDITION ISSUE 2

not sure. But they come in, that is pool time. Yes, now we are paying
a guard and we are keeping the lights on, but we are also generating
revenue in what would otherwise be dead pool time.
You know, Sunday afternoon is when we do Blaze and Paralympics,
sort of that initial introductory to that. Again, that is not a huge revenue
time so it is a time for us to bring in people and expose them to our
brand. Just some examples, Masters: they have a morning, noon, and
night options; so that fills up some of that space in the middle of the
day. But, I think more important than revenue is the number of unique
users that we are bringing in that are exposed to our brand. Something
last week happened that had not happened yet, which is two water polo
guys wanted to switch from water polo and be on the team; or maybe
do both, I am not really sure.
Normally it is their kids are like, “Swimming is too hard, let’s go play
water polo.” There is this cross and sharing, also, where the kids say,
“Wow, what that team is doing looks really cool, let’s do it.” So, water
polo is hosting clinics and they are hosting competitions on weekends
where we are not having meets. So, again, more unique users from
the local area of the southeast and nationally. I said they are competing
everywhere. All of these programs that should be competing are
competing. They are out there wearing Dynamo gear and representing
our brand, and again spreading beyond just the competitive swimming
market.
They are at times, especially Multisport and sometimes water polo.
Their branding of social media and marketing, not only does it interact
with us, sometimes it is ahead of ours. We have to sprint to keep up
as a team; it keeps us on our toes. Oh, that was really neat what Matt
did in Multisport; ‘how can we build on that over here on the team
side?’ And some of these things that we have started, in terms of water
polo and Multisport, are programs that do not exist. Atlanta is a very
competitive coaching market in all the best ways.
All the coaches in town are my friends, but they are also really good.
They keep me on my toes. I cannot have a bad day of coaching
because if I do, they are going to walk out the door and spend their
money 15 miles down the road somewhere else. With some of these
other programs we started, there are no other programs in the city.
There are no other programs, perhaps in the southeast, depending on
which program it was as I put out there. Again, it is that unique user
being exposed to your brand and potentially being in your building and
in your program for a long time. I probably ran a little fast there; I did,
but thank you. I do not know if you guys have any questions. Alexis,
Hi.
Alexis: What do you do in terms of like trying to incorporate all these
guys within the Dynamo community? Are there any activities like, you
know, pool program or parties?
Beth Winkowski: Like water polo, Masters, triathlon?

Alexis: All of them together.
Beth Winkowski: Not specifically all of them together. However, there is
some co-mingling. For example, Dannie Grabol, when she completed
the Epic 5, she was the first woman to ever be invited to do the race.
So then, she was the first woman to finish. There were seven people
who started, six men and Dannie, and only four finished. How do you
not sit her down with your athletes and have her talk to them about her
journey and her experience in growth and that way; similarly with Kyle
and Brent, and their experiences and journeys?
You know, they did the the New York Marathon and the wheel on Kyle’s
chair broke and they finished. There was a point where Brent had sort
of rigged up this thing, or he strapped him over and he was carrying
the bike and walking. It was big local news and, again, how do you not
expose your kids to that? Water polo? There is some co-mingling of
training. Well I did not know about the FINA person, I have to go back
and figure out what that is all about, but you know Masters.
Some of the Masters swimmers are some of our substitute coaches
when we are traveling. Not just Maria, but some of the former college
swimmers do not mind if I say “Hey, I got to go to ASCA and talk.” One
of those will step up and be a part of it. So, there is mingling; they are
not separate by any means. They are more all in the building, not all at
the same time, but we are crossing each other. Those things certainly
happen. Some are organic and some are planned, but I do not know
how. I do not think we have a space big enough for everyone at the
same time altogether. Yes.
Speaker A: Can you explain the year round schedules at each site?
Beth Winkowski: It is a little bit different at each site because of the
needs of the site. In Chamblee, it runs from the time school starts in
August through April 1st. On April 1st, our outdoor pool does long
course and we do not have the space to continue offering the juniors
program when kids are in school. From April until when the kids get
out in the middle of May, we have been offering things that have been
there. They are all starting summer league, so they would not really
come back. Then, they go on vacation so it makes sense to bring
them back in August. In Alpharetta, because they have the same pool
configuration all the time, they have gone year around. But, I know their
numbers drop in the summer when summer league is going on; it is not
as robust in the summer. Did that answer your question?
Speaker A: Yes.
Beth Winkowski: Okay.
Speaker B: Could you touch on the dynamics of working with such a
large staff? Is everyone on the same page, etc.?
Beth Winkowski: I mean, even within a coaching staff, when we have a
coaching staff of 15 or 20, we do not always see eye to eye and things

are different. So, yes and no. Certainly there are easier personalities
to work with than others. But, at the same time, because we are in a
facility and we are in that situation where we do not rent to other teams
in the area and we have had requests - there is a team down the road
that does not have any diving blocks- and could we do private lessons
with starts on their kids? We have declined that because we do not feel
like that is a good relationship. So, if someone were in our house to say
and was not willing to be a part of our mission or values, I think it would
be a conversation of “Hey, we have got to all get on the same page or I
do not know that we can continue this relationship.”
Speaker C: (Question not audible)
Beth Winkowski: We could certainly do that for the companies who are
carrying our brand that are not part of our 501(c)(3). If they are part of
our 501(c)(3), we could just – Georgia is an ‘at will’ state and after certain
process you would go through with the coach, we could certainly look at
a different person to run it. We really haven’t because we do so much
work on the front end, in terms of ‘how are these business models going
to work together?’ We really have not had those problems because of
the conversations we have on the front end, in terms of how strongly
we believe in our mission and values. So it is pretty clear from the ‘get
go’ that either it is going to work or not because of the conversations.
Speaker D: You know, it looks like on your slides here your total
revenue is roughly $3.5 million, if I added all the slides together. Give a
sense of what your total expenses and your net income worth.
Beth Winkowski: Yes, I have a P&L, but I do not have it in my head.
[Laughs] But where the 501(c)(3) is a not for profit we are operating in
the black, but not a million in the black because then we would lose
our status. I looked at all that in the P&L, but you all know I am a big
picture person, so the details- unless they are here- I am not going to
retain them.
Speaker D: I was wondering, having the benefit of all those alternative
income sources if you lost two or three of those, you would quickly fall
into a non-profit…
Beth Winkowski: I think we would have to look at reserves and I think
we would have to look at some of these programs like water polo. We
would stop paying the life guards and the lights would go out and so
expenses would go down to some extent. I think we have to take a hard
look at how we are operating and what we are doing and maybe make
some tough choices, yeah.
Speaker E: I am sure you have movement between your junior groups
and your swim team.
Beth Winkowski: Tons.
Speaker E: A little bit about, does that happen at any point or is it
certain?

ASCA NEWSLETTER I 2018 EDITION ISSUE 2

31

Beth Winkowski: It does. So, Coach Amanda at Chamblee and Coach
Joji at Alpharetta are really enthusiastic about pushing. ‘You are ready,
let me walk you over here and have you meet Coach Martha and have
you talk about the next group.’ Because they need to bring more
unique users in and they need to keep pushing, so they are motivated
to do it. Junior switches at any time. We try and switch, we try and
switch. Amanda and Martha at Chamblee try and work together to
make it around the first of the month because that fits the billing cycle.
Our policy is, ‘Hey, if you swim any day in the month, you owe that
months dues.’ So you do not want to make them join on the 25th and
pay a month of dues, that does not feel good in terms of customer
service. If it is looking like that is going to happen, they will try and
make a switch right around the first as the billing switches, but it is
robust. It is 100% robust and, sometimes, it goes the other way.

In Immigration, as in swimming, timing is everything.
We’ll get you to the finish line first!
Bratter PA, a winning team.

The kid says, “Hey, I don’t love the team right now, but I still want to
stay in the water,” and they go the other direction. It is less likely, but
that again, instead of having them walk out the door and go somewhere
else and be part of a different program and a different brand, we have
a place for them, which is fantastic. That is one of my favorite things
about being at Dynamo. I came from a situation where I was renting
Parks and Rec water and I had a limited number of lanes. I had fantastic
kids who were walking in the door and I did not have a space for them
because they were not good enough and that felt terrible to me.
I hated it, but I had to make really hard choices. In this scenario, with
this business model, I have a place for almost anyone. This happens a
lot, we get four year olds walking in and they are thinking they are, like,
the next Michael Phelps, right? I am like, “They do not even know how
to side breathe. Yeah, they are not ready for the team. But, I can put
you over here in lessons and as soon as they are ready for the team,
we got a spot for you.” So that is absolutely one of the joys of being in
the situation I am in right now. Someone?

Thiago Pereira

Olympic Silver Medalist, National
Record Holder, Former World Record
Holder, Brazil, World Champion.

Joao De Lucca , Bruno Fratus
& Marcelo Chierighini

PanAm Games 400-meter free relay
gold medalists, 6 Olympic Games
combined, Multiple National
Championships, Record Holders, Brazil.

Nina Rangelova

3 x Olympian, National Record
Holder, Bulgaria.

Arkady Vyatchanin

2 x Olympic Medalist, Former World
Record Holder, Serbian
National Record Holder.

Michael Jamieson

Olympic Silver Medalist 200-meter
breaststroke, Great Britain.

Speaker E: With this much of budget and then so many employees,
how many employees do you have that are truly not wet side employees
or accountants. You got the CEO who is just a business planner. How
many employees did you say you have that coach and work on the
deck?
Beth Winkowski: On the deck as in coaching or…?

From NCAA Champions, to Olympic Medalists, World Record Holders, National Coaches and World Champions….
BRATTER PA has been privileged to work with World-Class Swimmers and Coaches from over 34 countries.

Official Immigration
Law Firm of
Call Us for a Free Consultation Today

Speaker E: Human resources, they do not count. We are talking
basically four that are non-wet; that is how I am thinking about wet/dry
side. So, they are just dry side employees.
Beth Winkowski: Yes, but unless you are talking about like a Swim
School Director. Is that what you mean?
Speaker E: No, no. I am just talking about $3.5 million needs to be
watched over by someone. So, someone who is just watching the
money and making sure that the IRS is happy.
Beth Winkowski: Yeah, yeah.
Speaker E: Obviously
Beth Winkowski: So I would say three or four.
Speaker E: Okay.
Beth Winkowski: Someone is. Yes, Tom.
Tom: I would like you to talk a little bit about scheduling your youngest
groups?
Beth Winkowski: Yes.
Tom: Like the Juniors and your Age Group?
Beth Winkowski: Sure.
Tom: What is the difference between these two levels?
Beth Winkowski: Again, I am not sure. The fees are less for the Junior
situation. The primary noticeable difference that parents would clue
into immediately is the Juniors do not do any competition at all. We are
very deliberate in our choice because the team does cost more and if
you can compete in Juniors, then why would you do team? Okay, so
that was a very deliberate business decision #1. The second one is
in our entry level, 10 and Under, AG3 developmental group, we make
it super easy for families. So, we offer 15 practices a week; 3:30,
4:30, and 5:30, Monday through Friday. You do not register for the 3:30
class. You can come any day, any time.

Speaker E: You say CEO and a CFO.

If you want to come Monday at 3:30 and then the next Monday at 5:30,
that is fine. We want that introductory group to be super easy and
assessable; and I have had a lot of conversations with Mike Koleber at
Nitro because they do it differently. He wants to think about dollars in
the lane per hour, but we are thinking. We have come out of that with
a customer service model, where in Juniors you register for Monday,
Wednesday; or Tuesday, Thursday; or a single day. Those are your 3
choices.

Beth Winkowski: And we have a Human Resources gal.

I am sure Coach Amanda makes someone happy every once in a while

Speaker E: Yes, they are money people. They are accountants.
Beth Winkowski: We have a CEO, who just got promoted from CFO,
but he is still going to do the same thing. We have a CPA that we work
with to run the books. In terms of – and that is probably it, in terms of
straight employees for money.

+1 (305) 582-2381 | www.bratterpa.com | info@bratterpa.com
The hiring of an attorney is an important decision that should not be based solely upon advertisements. Before you decide, ask us to send you free written information.

32

ASCA NEWSLETTER I 2018 EDITION ISSUE 2

ASCA NEWSLETTER I 2018 EDITION ISSUE 2

33

when they cannot make a Wednesday, ‘can they come on Tuesday?’;
but generally speaking, our policy is you cannot co-mingle those days
because it is like Nitro’s model and it is a set number of people per lane.
That is where you have registered for. So, those are probably the two
primary differences. In terms of stroke development, the same stuff is
going on in the water. I would say the main thing is that Juniors do not
compete at all.
Speaker F: So there are different prices for those groups?
Beth Winkowski: Yes, so the registration fee is lower and the cost per
month is lower. They are also not getting as much. They are not getting
coaches on the weekend. All of our groups after that introductory group
are offered six practices a week. The Junior kids are not offered six
options to choose from, they are offered what they register for, so it
is different. So, the price point is lower and that is great to attract
new families into the sport who are not sure. They hear swimming is
expensive, or kids’ sports are expensive. It is a much lower price point
so it brings them in the door.
Speaker G: Do your Juniors have the USA registration?
Beth Winkowski: We do not USA register our Juniors, we self-insure.
Speaker H: That may cost a little bit more. Other ways in which you
streamline administration and penetrate these roles more?
Beth Winkowski: Sure, so. One of the brilliant ideas we had about
four or five years ago is that I would also run the Swim School. I was
miserable [Laughs] mostly because anyone who knows me knows I am
kind of OCD and I like things done. Matt reported for me back there,
he knows. I like things done a certain way and I want to do them at
the highest level possible. One of my struggles when I was running the
Swim School is that I had to be at practice at 4 o’clock and 4 o’clock is
also the busiest time for Swim School. We have five locations for Swim
School, and how do I protect the brand if I am coaching?
So, in terms of running the business and the financial part of that, and
setting up the programming and training staff, that was easy. I never
felt like I did as good a job with the brand and protecting the brand at
4 o’clock because I was on deck coaching and I never saw what was
happening during our busiest time at those five sites. So, I convinced
Jason that this was a bad idea and we needed just a straight Swim
School Director and he listened. Now we have a guy named Sean
Penn, who is responsible for our all five sites and he is constantly on
the move between the five sites. He does not have a static office,
he is constantly moving. So, we have tried things like that. Some of
them have worked and some of them have not – like me running Swim
School did not work. Well, it did, but I was not happy.

What kind of strategy do you have concerning branding with media and
newspaper, whole page sponsorships, that kind of thing?
Beth Winkowski: We need to do a better job of that. Right now it is sort
of homegrown. One of our coaches is responsible for our Facebook,
Instagram, Twitter, those type of accounts. If they are more, I do not
know what they are because that is not my thing. [Laughs] But when I
watch Multisport’s social media as well, but they are much more savvy
about it than we are at this point and we have a goal to sit down this fall
and talk about what they are doing and how they are doing it.
Water polo, like I said when I told Stuart I was going to give this talk
and I wanted some more detailed information, he started sending me
all this stuff and the last email I got from him two days ago was their
YouTube channel. And I said, “Why? I am not going to put that in my
talk,” but that is kind of mean, so stuff like that. It is something we are
working on. I am not sure we are great at it. We have gotten a lot of
good ideas from the USA SwimBiz that we are trying to implement, but
it is something we are working to stay ahead of. I am not sure we are
outstanding at it yet.
Speaker J: Do you have any ideas or plans for what comes next? You
touched on construction was the latest thing you all had done?
Beth Winkowski: Right. I am not sure what we are looking at in terms
of revenue. I know we are looking at another sort of expansion or
construction on our Chamblee site. Our 50 meter is under a permanent
dome tent, which is past its lifespan. So, there have been some
discussions about how we are going to move out one end and put some
meeting space and another set of smaller locker rooms or bathrooms
there.
So I think the next step visually is probably expenditure, as opposed
to revenue. Some of these other companies that have come in, like
Multisport and water polo, were things that people brought to us and
said “You have pool time, I am looking to do this.” The right person
came in and embraced the values and the culture, so I am not sure we
have a next step because we are working on that Juniors right now.
This would not be revenue generating, but we have been in discussions
with Wounded Warrior and whether or not we can partner with them
and bring them into our facility, as well and things like that. We are
always looking and out there, but I am not sure we have a specific plan
at this point. I am not sure the right opportunity has presented itself.
Going back to the question at the back of the room, if it does not fit our
mission and our core values, we are not going to do it just to generate
revenue. You have to be a part of the brand; that is just as important
as the revenue, if not more important than the revenue. All right. Any
other questions? Thank you guys for coming.ASCA

Hi John,

OOPS!

Thank you for your assistance in this
matter.

The below is from the 2018 Hall of Fame
Inductee Ed Spencer to correct an error
that was inadvertently made regarding
the 2018 Hall of Fame inductees.
Apologies to Ed and to Hall of Fame
Coach Don La Mont.

It has come to my attention that
I was given credit for being Jill
Sterkel's coach in an information
blog from an HOF announcement.
My good friend, Don La Mont, was
Jill's coach from the time she moved
up from the 12 & under age group
team, coached by Don Garman, at
the El Monte Aquatic Club, till she
entered the University of Texas.
Even then, Jill continued to train
with Don while home for holidays
and several summers. This included
time at El Monte and Industry Hills
Aquatic Club.

John Leonard

I'm not sure how this simple
misunderstanding happened, but
I did reach out to Don and told him
how sorry I was for the confusion.
Respectfully,
Ed Spencer

Beth Winkowski: Any other questions?
Speaker I: You talk about branding through activities, lot of activities.
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We Will Be Celebrating
Our 60th YEAR Since The

FOUNDING OF ASCA.
ASCA's 50th World Clinic

Will Be In Beautiful

Anaheim, CA

September 4 - 9, 2018

2018 ASCA World Clinic Registration Form
September 4-9, 2018 • Anaheim, CA

Please Choose Clinic Registration Type:

Jan-Feb 9

□ Current ASCA Member:
□ New/Renew Member:
□ New Life Plus US Member:
□ New Life Plus International Member:
□ Current Life Plus Member:

$200.00
$280.00

Feb 10-May 31

Jun 1-Jul 27

Jun 28-Aug 18

Aug 19-On Site

$280.00
$350.00
$400.00
$450.00
$360.00
$430.00
$480.00
$530.00
--- $2,000 (includes ALL future World Clinic registrations)----- $2,500 (includes ALL future World Clinic registrations)--------------------FREE World Clinic Registration-------------------

Additional Educational Opportunities at an Additional Cost:
□ Coaching at a Swim Meet

Tue. 9/4 (8:00 AM – 12 Noon)

Coach John Leonard

$50.00

□ ASCA Level 4: Leadership School

Tue. 9/4 (9:00 AM – 5:00 PM)

Coach John Bitter

$80.00

□ Special Seminar with Jon Urbanchek

Tue. 9/4 (1:00 PM – 5:00 PM)

Limited to FIRST 40 Registrants!

$250.00

□ How to Write Age Group Workouts

Tue. 9/4 (1:00 PM – 5:00 PM)

Coach Guy Edson

$50.00

□ SwimAmerica Conference

Wed. 9/5 and Thu. 9/6

To Be Announced

$175.00

□ ASCA Level 2: Stroke School
□ ASCA Level 3: Physiology School

Wed. 9/5 (9:00 AM – 5:00 PM)

Coach Jackson Leonard

$80.00

“The Planning and Execution of Training”

Wed. 9/5 (9:00 AM – 5:00 PM)

Coach Steve Morsilli

$80.00

□ ASCA Level 5: Administration School

Wed. 9/5 (9:00 AM – 5:00 PM)

Coaches Paris Jacobs and John Bitter

$80.00

□ Dryland for Explosive Power

Wed. 9/5 (1:00 PM – 5:00 PM)

Coach Charlie Houlihan

$50.00

□ Special Seminar with Bruce Gemmell

Fri. 9/7 (1:00 PM – 5:00 PM)

Limited to FIRST 40 Registrants!

$250.00

□ Advanced Para-Swim

Sun. 9/9 (8:00 AM – 12 Noon)

Coach Peggy Ewald

$50.00

□ Using Technology in Coaching and Swimming Sun. 9/9 (8:00 AM – 12 Noon)

Coach Gary Hall Sr.

$50.00

□ Working Successfully with Swim Parents

Sun 9/9 (8:00 AM – 12 Noon)

Coach John Leonard

$50.00

SwimAmerica Training

Sun 9/9 (9:00AM – 12 Noon)

Contact Julie Nitti to Register 1-800-356-2722 or
jnitti@swimmingcoach.org

□ Certified Stroke Technician

Sun. 9/9 (9:00 AM – 12 Noon)

Coach Guy Edson

□ Translation (English to Spanish) during the World Clinic

$50.00
$200.00

World Clinic Yearbook 2018 (choose option): □ Binder version - $20.00
□ CD version - $20.00 □ Binder and CD -$30.00
Pre-Order Price
□ International Binder – add $50.00 to order

It’s Going To Be A
SPECTACULAR EVENT!

You Definitely Don't Want to Miss It!

Name_______________________________________________________________________________________________________
Phone__________________________________ Email _______________________________________________________________
Mailing Address ______________________________________________________________________________________________
City _______________________________ State _____ Zip Code _______________ Country ________________________________
Amount Enclosed/Total: $________ Payment: □ check (US Funds Only) or □ credit card (American Express, Discover, MasterCard or Visa)
Card Number ________________________________ Exp. Date_______ Signature _______________________________________
Mail form to: American Swimming Coaches Association, 5101 NW 21st Avenue, Suite 530, Fort Lauderdale, FL 33309
Register online at www.swimmingcoach.org │ Register by phone at 1-800-356-2722 or (954) 563-4930 │ Register by fax to (954) 563-9813
Hotel: Anaheim Marriott • 700 W Convention Way • Anaheim, CA 92802 • Phone: 1 (877)-622-3056 • Rate: $139.00 single/double

Find more information about the 2018 ASCA World Clinic online at: www.swimmingcoach.org/worldclinic/
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Cancellations: The ASCA cannot issue refunds or credits for any cancellations. We can defer the registration to a year later, under cases at our discretion.
Terms and Policies: The ASCA reserves the right to cancel, reschedule or substitute speakers for particular events, activities or sessions. The ASCA may record or photograph sessions for sale and distribution. By registering,
individuals agree that the ASCA may photograph and record audio/video, their attendance and involvement in the program. Individuals agree that the ASCA may use these images/recordings for promotional purposes. Only
the ASCA may electronically record any portion of the convention. Registrants agree to refrain from marketing
products
or services during theIconvention
as part ofISSUE
a booth in 2
the Exhibit Hall. Registrants agree37
to turn
ASCA
NEWSLETTER
2018 except
EDITION
off cell phones/pagers or keep on vibrate during the convention. The ASCA does not endorse any speaker’s or exhibitor’s products or services.

1. The experiences of these top school systems suggests that
three things matter most: 1) getting the right people to become
teachers, [see points 7, 9-12, 14-16] 2) developing them into
effective instructors [see points 18-24], and, 3) ensuring that
the system is able to deliver the best possible instruction for
every child [see points 13, 25-30] .
2. ‘The evidence is indisputable: you can’t improve student
learning without improving instruction.’
3. Class size reduction does not have much impact on student
outcomes. Of 112 studies which looked at the impact of
the reduction in class sizes on student
outcomes, only 9 found any positive
relationship…Even when a significant
relationship was found, the effect was not
substantial. More importantly, every single
one of the studies showed that within
the range of class sizes typical in OECD
countries, ‘variations in teacher quality
completely dominate any effect of reduced
class size’.
4. The available evidence suggests that
the main driver of the variation in student
learning at school is the quality of the
teachers.
5. The negative impact of low-performing teachers is severe,
particularly during the earlier years of schooling. At the primary
level, students that are placed with low-performing teachers
for several years in a row suffer an educational loss which is
largely irreversible.
• Taken together, all the evidence suggests that even in good
systems, students that do not progress quickly during their first
years at school, because they are not exposed to teachers of
sufficient caliber, stand very little chance of recovering the lost
years.
6. The quality of an education system cannot exceed the
quality of its teachers.
7. Making entry to teacher training highly selective, developing
effective processes for selecting the right applicants to
become teachers, and paying good (but not great) starting
compensation. Getting these three essentials right drives up
the status of the profession, enabling it to attract even better
candidates.
• The top-performing systems we studied recruit their teachers
from the top third of each cohort graduate from
t h e i r
school systems.
• Most top-performing school systems remove obstacles to
entry into the profession by creating alternative pathways
for experienced hires.
8. ‘it is simply not possible for students to graduate [with
the skills they will need]… unless their teachers have the
knowledge and skills we want our children to have.’
38
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9. Top school systems do two things: they have developed
effective mechanisms for selecting teachers for teacher
training, and they pay good starting compensation.
10. To become an effective teacher they need to possess a
certain set of characteristics that can be identified before they
enter teaching: a high overall level of literacy and numeracy,
strong interpersonal and communication skills, a willingness to
learn, and the motivation to teach. The selection procedures
are therefore designed to test for these skills and attributes,
and select those applicants that possess them.

13. Implement procedures to ensure that the lowest-performing teachers
can, if necessary, be removed from the classroom after appointment
to their teaching position, based on the evidence of their classroom
practice. In the rapidly improving systems of Boston and Chicago,
teachers are not made permanent until they have been teaching for
three or four years, respectively. This allows the district to remove them
from their position if they prove unsuitable.
14. The other essential ingredient for getting the right people to become
teachers is to provide good starting pay.
15. The importance of teacher status…the ability of a school system

21. Individual teachers need to: become aware of specific weaknesses
in their own practice…gain understanding of specific best practices…
need to be motivated to make the necessary improvements.
22. Four approaches high-performing school systems use to help
teachers…Building practical skills during the initial training, placing
coaches in schools to support teachers…selecting and developing
effective instructional leaders…enabling teachers to learn from each
other.
23. All of the better school systems …had integrated practicum into
their teacher training programs.
24. Strong school leadership is particularly
important in producing improvement.
25. All the evidence from both the highand low-performing systems shows that
the most effective way to deliver sustained
and substantial improvements in outcomes
is through sustained and substantial
improvements in instruction.
26. The system needs to ensure that every
child, rather than just some children, has
access to excellent instruction.

Singapore’s and Findland’s selection procedures are
among the most effective. Both these systems place a strong
emphasis on the academic achievement of candidates, their
communication skills, and their motivation for teaching.
Finland:
Round 1: Multiple-choice examination designed to test
numeracy, literacy and problem-solving skills.
Round 2 (run by individual universities): Applicants are tested
for their communication skills, willingness to learn, academic
ability, and motivation for teaching.
Upon graduation from teacher training: need to pass yet further
tests run by the individual schools to which they apply for
teaching positions.
11. “Most of the top-performers use variations on the first”
[option for selecting teachers] “Option 1: the first model selects
people before they start their teacher training and limits places
in the training program to those who are selected.”
12. Failing to control entry into teacher training almost
invariably leads to an oversupply of candidates which, in turn,
has a significant negative effect on teacher quality…upon
graduation, because of over-supply, they struggle to find jobs
as teachers, making the course less appealing to the more
able students.
• If the program had selected just the number of people needed
to fill the vacant teaching posts, they would have been able to
spend almost three times as much on training each student.

to attract the right people into teaching is closely linked to the status of
the profession…New teachers in all of the systems studied consistently
reported that the status of the profession is one of the most important
factors in their decision to become a teacher. In all school systems there
are powerful feedback loops associated with the status of the teaching
profession. Once teaching became a high-status profession, more
talented people became teachers, lifting the status of the profession
even higher.
16. The perception of the teaching profession is linked to the perceived
level of education and training that teachers are required to undertake
to become teachers.
• Emphasis on development: Policymakers in Finland have raised the
status of the teaching profession by requiring that all teachers possess
a master’s degree. Singaporean policymakers have achieved a similar
result by ensuring the academic rigour of their teacher education
courses, as well as by providing all teachers with the entitlement of 100
hours fully-paid professional development training each year.
17. Quality of an education system depends ultimately on the quality of
its teachers.
18. The only way to improve outcomes is to improve instruction.
19. Interventions are effective in achieving this – coaching classroom
practice, moving teacher training to the classroom, developing stronger
school leaders, and enabling teachers to learn from each other.
20. The three pillars of the reform were professional development,
professional development, and professional development… We aligned
everything – resources, organization, people – with professional
development.

27. All of the top-performing and rapidly improving systems have
curriculum standards which set clear and high expectations for what
students should achieve.
28. All of the top-performing systems also recognize that they can not
improve what they do not measure. The high-performing systems use
two mechanisms for monitoring the quality of teaching and learning:
• Examinations: examinations test what students know, understand and
can do, providing an objective measure of actual outcomes at a high
level of detail… ‘What gets tested is what gets learnt, and how it is
tested determines how it is learnt.’
• School review: School reviews, or inspections, assess the performance
of a school against a benchmark set of indicators. Unlike examinations,
they measure both outcomes and the processes which drive them, and
as a result, can help schools and systems identify specific areas which
are in need of improvement.
29. Monitoring outcomes ensures that they system has the information
it needs to be able to intervene when schools start to fail.
30. A combination of monitoring and effective intervention is essential
in ensuring that good instruction is delivered consistently across the
system.
31. All the different school systems that have improved significantly
have done so primarily because…more effective in doing three things:
getting more talented people to become teachers, developing these
teachers into better instructors, and in ensuring that these instructors
deliver consistently for every child in the school system.ASCA
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ON-LINE

Certification Schools &
Video Courses

Certification is Evolving!
The Certification Program of the American Swimming Coaches Association is changing as of Feb. 1, 2018!
First, if you are already Certified at Levels 3-4-5 via your Athlete Achievement, Education and Experience,
nothing changes. No need to do anything!
The only thing you will notice is that on your NEXT level, you will find It Says:
Coach Josephine Jones – Level 4 PERFORMANCE USA-Swimming.
The three legs of the certification stool have always been ACHIEVEMENT, EDUCATION and EXPERIENCE. (on the
new certificate, if you have coached an athlete with the required Achievement, it will be shown as the word
PERFORMANCE added to the normal “Level 4 – USA-Swimming.”)

LEVELS
1, 2, & 3
AVAILABLE
ONLINE

Beginning Feb. 1, 2018

ASCA Will Recognize Education as its own Category!
So, if you do not yet have an athlete at the required Achievement Level, you can still have access to Levels 3-45. They will be termed: “Level 3 Education – USA-Swimming”. (or whichever level you earn in whatever category
you primarily coach.)

LEARN More
EARN More
Coaches for students of all ages
can learn from the experience of the
world’s most influential coaches and
Olympic swimmers.

ASCA Online Education now includes an ever-growing collection
of online video presentations. Analyze the excellence of the
best swimmers in history. It is a must-experience for all swimming
coaches.
The Levels 1, 2, and 3 certification courses are sold on our website in
the ASCA Store. Once purchased, members may self register and
access their online courses via the Member Dashboard. Online
educational presentations and tutorials can be found at ASCA’s
Online Education page on the web at www.swimmingcoach.
org/online-education. Videos and digital downloads can be
purchased directly and will be immediately viewable. ASCA has
developed several new courses recently including the Advanced
Breastroke and Advanced Freestyle Training. Get started today to
take the first step in advancing your career to the next level.

40

ENROLL TODAY!
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GET YOUR CERTIFICATION TODAY AND START EARNING MORE!

Requirements for Level 3 Education category:
Completion of all Five Required Education Courses and completion of 3 Enrichment courses of the available
list. (Completion means passing the test.)
Requirements for Level 4 Education category:
Completion of all Five Required Education Courses and completion of 4 Enrichment courses of the available list.
Requirements for Level 5 Education Category:
Completion of all Five Required Education Courses and completion of 5 Enrichment courses of the available list.
So, no need to wait for an athlete achievement for access to our upper three Certification Levels. You can
access them NOW through meeting the above requirements. This Recognizes that you are highly Educated
Coach and Should be rewarded as such.
Example: Your Certificate might say:
“Coach Todd Smith – Level 4 Education/Level 3 Achievement”
Or “Coach Ellen Jones – Level 5 Education/Level 4 Achievement.”
If you are a Level 2 coach with no achievements yet, your Certificate would read:
“Coach Ted Danson – Level (3) (4) (5) EDUCATION
In this way, while you are still working on your athlete achievement levels, you can be recognized for your
commitment to your profession through your Education. Education is one of the tools on the way to being
recognized as a Great Swimming Coach!
(Think of it as the Brain surgeon who hasn’t done any operations yet, but has completed the highest level of
study required to begin doing so.)
Our International Members may also participate in this Certification opportunity in the exact same way.
Remember there is NO change to the current 32 year system of Achievement Based Levels 3-4-5. This is
an opportunity for many more coaches to be recognized.
All the Best, John
Leonard,
1985.
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https://swimmingcoach.org or call (800) 356-2722

Are you ready to join
#TeamFINIS?

FREE ULTIMATE
COACHES KIT
Get an exclusive
collection of our
industry-leading
technical training gear

COMPLETELY CUSTOM
SWIMWEAR
Your Team.
Your Design.

FREE TECHNICAL
RACING SUITS
Opportunities for your
athletes to receive
innovative technical
racing suits

PERSONALIZED
CUSTOMER SUPPORT
We will be there every
step of the way to
support you and your
team’s needs

WE’RE READY FOR YOU!
Contact a local FINIS dealer or go to FINISswim.com/ teamsponsorship
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WE ARE ABOUT
"BET TER COACHING"

By John Leonard

Dear Friends, around the first of every year, it’s a quality and
interesting exercise to review what we are each “about”. IF we are
to “keep the main thing the main thing” as so often advised, what
IS “the Main Thing” for each of us, individually and organizationally.
Example: For me personally, the meaning of life is about service
to others. Nothing new or different there, for thousands of years,
religious and other leaders have said that’s the case. To me, that’s
the main thing. My Dad used to say…”Make yourself Useful, Young
Man”. I hear that voice still and forever.
Now, the American Swimming Coaches Association. When I came
here to work in 1985, I decided our purpose was “Education,
Certification, Cooperation.” American Swimming Coaching
education was marginal, not well organized, not well differentiated
between science and experiential work, and certainly not readily
available.
Today, “everyone” (well qualified or not) is doing some form of Coach
Education and they vary from fabulous to, well, “unbelievable” (and
not in a good way.)
In 1985, we started Certification, so an independent body could
verify three things: A coaches education, a coaches experience and
a coaches “productivity” defined as producing fast athletes. Very
specific. Not “a better coach”, just simply and accurately, measure
Education, Experience and Achievement. Put an end to creative
resume writing.
Today, over 20,000 coaches are Certified by us using those criteria
world wide. We’re the most widely sought Certification in the world
of swimming, and, due to the “three-legged stool” above, the most
viable. (in 2018, we’ll radically expand the Certification opportunities
available under the “Education Banner” but more on that soon.
And Cooperation, because, well in 1985, that was an issue. Today,
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most of the USA’s swimming organizations recognize that we all need
to focus on what the athlete needs and work together to facilitate
those needs. Credit “goes everywhere” on our great progress on
that one. The ASCA will accept its fair share of the credit, along with
literally hundreds of other people and organization. Great progress
in the right direction.
Somewhere around 1995, we substituted “Leadership” for
Cooperation, because simply we needed to recognize that the
ADVOCACY for which we’d been famous since 1958 when we
caused USA Swimming to be formed and the Amateur Sports
Act to pass, was a major piece of our work. Since then we have
taught Leadership all over the world and demonstrated it on dozens
of major initiatives. (too many to list here, now.) It’s a huge part of
what we do….protect our sports environment. In 2018, our Level 4
Leadership Course will go online for the first time and be accessible
to many more coaches. And every coach is a Leader, by definition,
whether you lead a 1000 member team or a ten member group of
ten and unders.
Last year I was searching for the “why are we here” simple answer
and realized WE ARE HERE TO BETTER COACHING. Which has
two meanings. The First, do everything we can to help coaches
do a better job of coaching…of working with athletes. And the
Second, makes a verb out of “better”. We want to improve the life
and profession of coaches in every way. For some, that’s a full time
coaching job, for some, a better experience as a young coach, for
some, it’s a vital role as a part time coach doing a very specific
and very rewarding job of working to improve young people’s lives.
Every day the ASCA staff comes to work, and works to BETTER
COACHING. That’s why we are here.
January is a good month to remind ourselves of that.
All the Best, John Leonard
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