ASCANEWSLET TER
American Swimming Coaches Association

Leadership • Education • Certification

2019 EDITION | ISSUE 12

GLENN MILLS
16 months, 80 teams:
What We Learned
That Can Help You
Glenn Mills: All right, I think we will get started. Obviously, this was
a very interesting excursion that we went on and I am going to do
a little bit of introduction about my background for those of you
who don’t know me. That way there is a starting point of where my
understanding of swimming came from and how I got to where
I am at this point. As an athlete, I came from a very high yardage,
real heavy training team- the Cincinnati Marlins and then the
University of Alabama. 18,000 to 20,000 meters a day, six days a
week in the breaststroke lane. When I started to become a coach,
what I didn’t realize is that I didn’t know how to teach anybody.
I only know what I knew how to do.
I had a really difficult time in trying to get somebody else to do
that. So, I was a failure initially as a coach. Almost immediately,
I started to try to figure out how to teach people and I started to
analyze why I thrived in that particular environment. I was taught
good technique from my older brothers when I was really little so,
as I started to progress, it was all about technique and it was not
about performance.
(cont. on pg 4)
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GLENN MILLS 16 months, 80 teams: What We
Learned That Can Help You (cont.)
I was a really slow swimmer as an Age Group swimmer. When things started
to change, there were a couple of events in my life that focused me. When
I started to get completely involved in swimming, I was 100% invested.
So, whatever the coach told me to do, I would do. After puberty, when I
started to really grow as an athlete and be challenged as an athlete, I was
100% in. We were able to become fairly successful. I made the Olympic
team; I won NCAAs.
It was a good career. But as a coach, I had a really difficult time in trying to
translate what I knew to these people. We were in New York City and there
were some changes in my wife, Rachel’s job in New York City. We were going
to be looking for another job. What we do as coaches and we’ve all done it, if
you leave one job, you immediately go to another job. We don’t necessarily
have an opportunity to grow.
In so many other professions, if there is a gap between the two and
especially teaching, there’s an opportunity for a sabbatical that you can go
out and you can learn. One of my business partners used to manage big
rock groups like Metallica. I have always had this dream of someday getting
on my motorcycle and going around and visiting teams. Well, Maddie came
along and it’s hard to put your wife, your dog and a one and a half year old
on a motorcycle and drive around the country.
I got the idea of, ‘What if we got an RV and we travelled around? Rachel
would have the opportunity to learn from as many different people as
possible, I would see what’s going on, I would learn, as well and we’d have
this great opportunity just to see the country.’ My business partner said,
“Okay, here’s what we used to do for the rock groups: first, you have to book
your dates. If you can get 10 dates, then we will do it.”
We put a Facebook message out and a newsletter and literally within 15
days, we had 80 teams say, “We want you to come.” I think that’s been over
many years of being involved in the sport, a lot of good faith and a lot of
open, welcoming doors. That’s one of the things that makes this talk fun and
difficult at the same time.
People invited me into their homes so I have to be very careful when I get
into some of the topics that we will talk about because it’s like going to
your friend’s house and then going outside and saying, “Dude, that guy is
the sloppiest guy. You should see his living room, it’s disgusting.” There was
good and there was bad and so I am going to try to make sure that the bad
is an educational opportunity for all of us and the good is also an educational opportunity. What I expected was a ton of filming. In the course of
this trip, we filmed over 10,000 links of swimming.
We did evaluations on every one of them. Kyle did evaluations, Rachel did
evaluations, I did evaluations, and we would plan parts of the trip where we
would just sit for 10 days on our iPhones doing evaluations and uploading
video and it was a ton of work. But, we learned a lot about what the trends
are. I’ll talk about them in a few minutes; about how to teach people and
what information to give them. One of the things, I might say this later, but
it’s what can I tell your swimmers that when you see it because we shared all
the videos, not just with the athletes, but we share them with the coaches as
well. I know that if we come in for a day or two days, I have a better opportunity of messing up your flow than I do of helping that swimmer.
So, if the communication with the coach and the swimmer aren’t combined
and if there’s not an agreement of why I said something or why Rachel or

why Kyle said something, then we have a better opportunity of causing you
problems. Over the course of the trip, we started to really learn what it is
that we can tell your swimmers that supports you and so we got a lot of
great feedback from the people that did the evaluations. We felt like it was
a contribution.
One of the things we learned is that nobody does this for any other
reason, really, than they care about these kids. As we went around, if there
were things that we didn’t necessarily agree with, we had to look at it from
the standpoint that ‘nobody is going to purposely do something or tell
something to their swimmers that will make them slower.’ There’s a reason
that this message is coming out- whatever it is: whether it’s a drill, whether
it’s a set, or whatever it is. There’s a reason and we have to look at it not
through the negative eye of, ‘I wouldn’t do that,’ but you have to look at
as, ‘Why do they do that? What is the purpose behind it and what do they
believe?’
You have to really humble yourself to say, ‘I want to learn from everybody,’
and so that was a big step, especially when you already think you know a
lot. But, this is how you learn. The other thing we learned is that coaches
have way too many jobs. If we look at job descriptions for the online job
offerings, there are so many responsibilities for coaches that sometimes by
the time you plan a practice, by the time you attend the practice, and by the
time you think about the practice afterwards, you don’t really have enough
time to really do those things because you are responsible for the marketing
of the team, the management of all the coaches, all the practices, all the
meets, the budget and it just goes on and on.
I have revisited some job descriptions and one of them is, ‘you must get
along with all the members on the team and all the families.’ That was
actually in the job description. I don’t know anybody that gets along with
everybody. I don’t know, if you don’t get along with one of the parents on
a team, I guess you get fired? We also saw conflicting interests and what I
mean by this is that idea of, ‘You have done such a good job of inspiring and
growing the sport that it’s almost too much.’
‘What we do is we want to keep our numbers up. We’ve heard grow the
sport and grow the base,’ then what ends up happening is that we see bad
head positions because people are worried about running into the person
in front of them. We see poor finishes. We all know the addages of, ‘Start at
the wall, finish at the wall; touch, move out of the way,’ all of that, but when
you look at it, over the course of 16 months and team after team after team
after team, there is a lot of sloppiness that does take place and the sloppy is
because there’s so many people in the lane. There’s just not an opportunity
for somebody to move.
The solution to it is less swimmers, which is not necessarily a good thing and
so is that a solution? Probably not because now we get into the financial
side of things. You have got to keep those swimmers on the team in order
to make money to run the team. Then you get into the performance side of
things. If you are a technically minded coach, if you are a skill development
coach and you want to slowly bring along an athlete and the team down
the street is beating the snot out of the 10 year olds and they are faster,
then your families are going to say, ‘I should probably go over there,’ and
then it’s a fight.
It’s one after another and we see the coaches and the age group coaches
and as they go up their job is to make the kids faster. If the kids of the
youngest age are required to be fast in order to keep them on the team,
in order to keep the finances going, then what ends up happening is
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every coach is under huge performance pressure. By the time they get to be
seniors in high school, the college coaches are looking at them and trying
to find out what the progression of the training was and whether or not
there’s anything left.
To convince a society of coaches to almost hold back or pull back on the
development side of things, I think we create a better sport. So, again, all
opinions and observations. We started the trip with Michael Brooks at York,
I think was our second or third team, actually. We are just getting into this
thing and we visit Michael. About 90-100 kids on the team. Is that about
right, Michael?
Michael: 75.
Speaker 1: 75 kids on the team. I think that the name of the team at that
point was this statistical anomaly is what I remember, because he only had
75 kids, but he had three or four kids on the National and Junior National
team. It was a Gold Medal club with just a few swimmers. What we learned
about Michael is that he was involved at all levels, from young kids all the
way up to the senior kids.
If you wanted something done, if you wanted a change in technique, and
if you wanted a pattern to be set, he was the one doing it. He didn’t have
to go talk to another coach, he was intimately involved at all levels of the
team. When we filmed all of these swimmers and it was 25 to 27 swimmers
that we filmed on Michaels team and this is the beginning of the trip. What
we saw is that the hardest thing for us to do on an evaluation, is to look at
swimmers that have been taught specific ways to swim from a system and
from a belief, because every swimmer looks the same. They all have similar
characteristics and generally they’re pretty good.
So, you go through these and at that point on the second or third time
on the trip, I am thinking, ‘Nobody’s going to get buy in from these evals
because, we just say the same thing because all these swimmers are great.
There were patterns that were set in Michael’s teaching, you could tell if you
studied the patterns. You could throw kids in and you can say, ‘Okay, that
kid’s from York because they all swim this way in the stroke and then when
they got older, they would vary through maturation.’ The more he taught at
the beginning, the less he had to teach at the end.
When you would watch his senior practice, yeah, he’s animated. He gets
into it with his kids, he inspires and he motivates, but a lot of time he’s
just doing this. I think there was a 400 IM set at one point and one of the
swimmers came out and Michael said, ‘The third 25 of the breaststroke, he
took an extra stroke,’ because he was able to monitor. Everything else had
already been taught. So again, the bar was set high. Learning the cultures
of teams was fascinating.
Carmel was probably one of the best medium to large teams that we visited
and we are very big into creating independent athletes. One of the things
that we learned from Carmel is that the coaches don’t always stay with the
same group. It is almost the opposite of York, but still very successful. The
coaches would rotate so that the swimmers would get a different message
and so the swimmers would have to react. They didn’t hear the same thing
every day, they would get new ideas from these group of coaches and the
coaches would get together afterwards and they’d all fight about what they
taught.
It was like a family. It was like brothers and sisters and they would argue
and they would say, ‘I teach it this way, I teach it this way.’ But, what wasn’t

happening was that the swimmers weren’t just getting one message from
one person. It was fascinating to see how that worked because, again,
York? Successful. Carmel? Successful. So, everything’s different in how you
approach it. Carmel also did a great job with peer teaching, swimmers
teaching swimmers. We have seen Eddie Reese doing this for camps for
years. His college swimmers teach at their summer camps, and Eddie said
many years ago, ‘If my swimmers teach, they become better swimmers.’
With the peer teaching from Carmel, those kids when you have to tell other
kids they become better because they have to know what to tell the other
kids and they also observe. Another really good positive aspect came from
the Marlins of Raleigh. Talking to the coach at practice you can tell how
involved they are with the kids, how involved they are in what they know
about the swimmers, every best time down to the 100th of a second. They
knew everything. How many strokes, what their turns were like, and there
was an intimate knowledge of the swimmers.
What happened was, with that intimate knowledge, it made it easier for
him to train the athletes because there was no guesswork and there was
this complete investment in the performance side and then how to manage
that. Again, a little bit different, some not so much, we visited another team.
It was as structured as someone like Michael was or as Marlins of Raleigh
had. There was structure. Here, it was chaos. It was complete chaos. At one
point, the coach was talking to somebody and she turned to Rachel, she
said, “Rachel, just give them a set.”
Rachel was like “What’s the theme of the practice?” Coach said, “I don’t care,
give them a set.” The kids would run through a wall for the coach though, if
you’ve ever seen them at a meet, how they come up in their performance.
They love their coach and so it’s different the way she coaches than other
people, but it’s this happy environment and the kids love to work. But if
you just go in and you look at it from the surface, it’s total chaos. It’s not
everybody in by the 60, it’s just this random sort of thing. There’s structure
to it, but you couldn’t really find it as quickly as you could other teams.
One of the best things that we saw from her was what was called the circle
of love and they surprised me with it one day because Rachel has already
been through it and she said, “When you get to the pool this afternoon,
I want you to go in this room.” I walked in the room and there were 50
swimmers in these chairs in a big circle and they said, “You have to go in the
middle.” All the chairs are facing inward. I went and stood in the middle and
completely surrounded by athletes. They said, “Now tell us about yourself”
I am like, “Sheesh!” The coach does this with every swimmer. They all have to
get in there and they have to talk about themselves.
What ended up happening is that there is no bullying and there’s no picking
on the other person. Eventually, you know you are going to be that one in
that circle and you have to talk about yourself and you spill your guts about
something. It was a tremendous culture building moment that she likes
everyone to experience. If you go visit them, watch out, you might be in the
middle of that circle. Plan on having something to say. Some great teams
out there. PASA and Santa Clara, some really good friends, Tisha and Mark.
When you watch the focus and the emphasis that there is on the Age Group
side of their team, even though these are great Senior teams. They are great
Senior teams not by luck, they’re great Senior teams by the preparation and
the skill development of the Age Group side. If you know Mark, Mark is a
big guy. You would assume that he’s going to be like this Senior coach or
something.
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He is so good with the young kids, that he loves doing it and he’s one of
the best. Tisha and Tony, but the way that Tisha, very slowly but very diligently, trains and teaches all the young kids, it was just an absolute pleasure
to watch. Again, showed us the responsibility of that team or of all teams,
on how much focus they put on skill development at the youngest ages.
We saw every possibility of pool usage.
We are struggling as a sport sometimes to find where to train, so one
team trained in a three lane 20 yard home at a senior center. During lunch,
the seniors are walking through and they would look in, but there were
these vibrant, young swimmers going back and forth and so these young
swimmers would have this tremendous impact on this senior home
facility because, seniors love animals and they love kids. Not only were they
making a positive impact on the kids in their swimming, but they’re
impacting the environment and their city because of this association with
the senior center.
River pools, those little windy things at resorts? One team, one of their
practices every week, go there because it’s the only time they get pool
time. It’s a ‘swim the river’ pool. They worked out a deal with this company
or whoever had a river. They would swim and half the practice they’d swim
with the current and half the practice, they swim against the current. So,
it was just inventive. There were lanes made with backstroke flags tied to
chairs because there were country club pools that were being used that
didn’t have backstroke flags. They used little strings and things just to
remind them. There was inventiveness.
There was a team that had floating animals in the middle of the pool and
no lane lines and this is the only pool they could get to work out in. You had
to learn to swim straight with no lines or else you are going to run into a
turtle floating in the middle of a pool that’s on a chain. These are the things
that really inspire us because, especially if we’ve been in this sport for a long
time, a lot of us are spoiled with these great facilities. But, there’s so many
people out there struggling to find and learn where they can just find some
water.
If you give me water, I will teach the kids. I will do my best. That was
another thing that really inspired us. This is why there’s not pictures of
Maddie smiling, holding ponies and stuff. There was a clear distinction. We
went to learn. I wanted to find out anything I could, I wanted to find out
something new. I would go into a team and I would say, “What do you do
to inspire your swimmers?” We would talk to the swimmers and I would say,
“What do you do inspire the coaches?”
Every day, if you’re an athlete, you have got to do something that excites
you and something that inspires you. We wanted to be inspired, but there
was a clear distinction between a coach that would share something with
us and a coach that would show something to us. Again, this is where I have
to be careful to make sure that I don’t say names or anything, but I am okay
with this one because this particular coach has been kicked out of the sport
for certain reasons.
We get to this pool, at this random place, and the team is doing warm up.
During warm up, the coach puts on a headset, walks over, pulls out a speaker,
sets up a speaker, walks to the other end of the pool, and sets up a speaker.
I say, “What are you doing?” He said, “Well, it gets kind of noisy in here so,
I like to put on the headset so I can stay calm and I can just talk to the kids.
I don’t have to yell. I find that being calm helps me get a message across
much better than yelling.” I am like, “That’s cool. It’s like Dave Durden stuff.”

The kids finished warm up and as the kids finished warm up, one at a time,
they would look up and they’d start laughing. They go, “What is that thing
on your head?” It’s the first time he ever used it, he did it to impress us
because we are people coming from out of town. So, now all of a sudden,
this is ‘what I do every day.’ No, it’s not. It’s clearly not or the kids would know
it. Kids don’t lie. There were teams that we would go to and a coach would
be saying, ‘You got to see this drill. You got to see this drill. You’re the drill
guy aren’t you? You do all those videos, you do the drills. You got to see this
drill, this drill.’ This happened probably four or five times.
The kids were doing it totally wrong. If there are 20 kids in the pool, everyone
was doing it differently and the coach would walk down the side going,
“I don’t get it, they do this every day. They do it all the time and I don’t know
why they are doing it wrong just because you’re here.” It was clear they had
never done the drill before. It’s one of those things where you don’t know
what to believe and this is why I wanted to go on a trip because people
would talk about what they do, but I wanted to see what they really did.
There is some of this out there and we have all embellished certain ways.
I mean, the older I get, the faster I was. It’s what happens, but we have to be
honest with the kids. We have to be honest with people around us. So, this
is for Mark Hesse because he said if I didn’t talk about it, he was going to
ask about it. Female coaches, so, this one’s a little tougher because it’s real.
Rachel would set everything up, she would contact the team, she would
plan the dates. All I did was drive the bus. I would go there and I would film.
Rachel put a swimmer on the Olympic team. Rachel was the head coach.
Rachel designs all the practices. She’s the coach. I am just a guy that
observes swimming and tries to help teach. I am a teacher, I don’t call myself
a coach anymore because there’s so much that you guys do, all I do is teach.
We would get to a program and this happened way too much, we would
walk on deck and they’d walk right past Rachel and come and shake my
hand. I don’t get it, she’s the one that you should be talking to about all the
stuff you’re doing. I don’t do what you do; I just do this other thing.
It was hard to see and so those of us that are guys, I mean, it’s just something to be aware of that when you go out and you see female coaches,
they are really good. They are as good as anybody else. In fact, my wife’s a lot
better than I am. It’s one of those things we just have to be aware of, as
a society that we do it. We don’t even know we do it, but we do it. It’s
something to be aware of, the different side of the ‘let me show you what
I do,’ are people like these. We started getting calls and texts from colleges
while we were on the trip and it really started with Tennessee. Matt Kredich
was like, “Are you guys going to visit Tennessee?”
Now the thing is that we really had to make some money in order to make
this trip work. We couldn’t necessarily go to colleges because they weren’t
going to pay us anything. But then it started to happen and we are like,
“Well, we got to go because now we really want to learn what Matt Kredich
does.” We want to learn what these great coaches do and then Gregg Troy
writes, he goes, “When are you guys coming to Florida?” I am like, “Oh my
gosh!” Then Brett Hawke writes and so here’s the SEC coming through
and I am like, “Yeah!” Then Denny writes, he says, “When you guys come to
Alabama?”
He says, “Why don’t you schedule to come to Alabama?” I said, “Denny, you
haven’t asked us.” It started to happen and when we get to these places with
Duke and ASU and Wyoming, we get there and here’s these great legendary
coaches, the history of our sport and they were the most hungry to find out
what we had learned. It was more like, “Tell me something I haven’t heard.
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Tell me something that I don’t know.” There was this thirst and hunger for
this information or to see what was going on out there that it was so refreshing. It wasn’t that they were going, “Let me show you what I do.” It was,
“Please help me even get better than where I am today.”
We walked on at ASU and we walked on deck and Bob looked at me and he
says, “You ready?” I said, “For what?” He says, “You are going to film right?”
I said okay. He sends me over to the other pool. Allison Schmitt, Cierra
Runge, and six Olympians are coming over. This was before 2016 and Allison
is swimming and I am filming Allison and Allison pops up and she goes,
“What does my head position look like?”
I stepped back, this was three months before Olympic trials. Allison Schmitt
pops her head and she goes, “What’s my head position like?” I stepped back
and I said, “There is no way I am telling you anything about your stroke.”
I am not going to be that guy. She got fourth or fifth, yeah, not me. So, I am
walking back, everybody stopped coming over and I am walking back over
the other pool and Bob’s walking this way. He says, “Okay, I just got to make
sure. I know you know, but you can’t use this for anything.” I said, “Yeah, no,
this is for you. I’ll just give it to you guys.”
I turned around and Michael’s climbing out of the pool. I am like, “Oh,” so
how to ruin your business in three minutes? Film him and then upload it.
I knew I couldn’t do that, but it was amazing. I filmed Michael Phelps more
than any other athlete on this trip. We did 20 lengths of freestyle, from
directly over top, from the side looking at how his hand exited and we get
to the end of each lane and Bob and Mike would say, “What do you think?”
I am like, “What? He’s good, that’s what I think.”
So, what they were looking for was, ‘Do you see anything that we haven’t
seen?’ He’s the most videoed guy on the planet and so we would just talk. It
was really cool that they will do things like that because they want to know
everything and if there’s one word that comes out that they haven’t heard
before, they’ve won. By asking a lot of people and asking for observations
and opportunities and things, they will get a pretty darn good picture of
what they should be doing. I did not completely change his freestyle, that’s
just between you and me. I said practically nothing.
We would get to a team and I always say that the person that held Maddie,
that’s the one that you should be worried about. The one that’s talking to
the coach is still engaged with the coach, but the one that’s sitting with
Maddie? Make sure that she doesn’t run and jump in the pool because she’s
one and a half years old at this point, maybe two. We started the trip when
she was one and a half. By the time we finished, she was three. The one that
was sitting with Maddie just got to watch.
When you just get to watch and you see all the little things because you are
not distracted by conversation. You are not distracted by a magician guiding your eyes over here and saying, “Look at this swimmer, how beautiful
that swimmer is.” But your eyes are over here going, that kid drowned. So,
can you learn what a team is going to be like by their warm up? I have to
say pretty much, yes. When you set the standard, when you set that first
introduction to the water, I like to think of it as martial arts.
The kids are all joking around, but once they cross that line onto that dojo
floor, all of a sudden everything becomes serious. Once you get in the pool,
there should be a standard from the moment you touch the water to the
moment you get out and it’s how you interact with the water. The great
teams had wonderful ‘how you introduce yourself to the water and how
you start the process of swimming.’ The great teams had a flow and it’s

wonderful. Then there’s other teams that had, ‘Get in in by the 60. Go 400.
Go whatever and a lot of strokes, bad turns, bad streamlines.’
The great teams used things like kick out markers. We saw those more often
than not at the really good teams. Where’s my breakout point? There’s all
kinds of different ways to do it. Whether you are dropping something on the
bottom of the pool or reminding someone where they need to go through,
but Dynamo was one that every lane had this kick out marker and they had
to get past it on every breakout. I worked with Thomas up in Scottsdale.
We got kick out markers, it’s a no brainer.
Just have something. Have a reminder that they need to get past. Stroke
count. Michael, one of the first things he said, was make sure that the
swimmers have a way to check themselves. We can’t see every lap. We were
very busy with 30 some kids in the water. If you give them the ownership of
what they do and they will incorporate that into their training, then they can
be an active member in the process of improving technique; it’s so simple.
The number of dolphin kicks; I say be honest with yourself because there
was a point where someone had told me that they require that every
swimmer on the team does five dolphin kicks when they come off every
wall. We had a conversation about this while the kids were in warm up. Five
dolphin kicks off every wall. The swimmers are required to do five dolphin
kicks and we are standing here talking about it. The pool is there and I
looked at the pool and not one kid was doing one dolphin kick.
They saw him standing right there. So we have to be honest; if you require
something, require it. What were the trends after 10,000 videos? We had
to break it down into the smallest of components. A lot of straight arm
backstroke, especially with young swimmers and straight arm backstroke
can be from a lack of rotation. It can be from what I call ‘athletic instinct’ of
always seeking the greatest power, so it’s a very straight arm because it’s
hard to do. Kids think it’s productive.
Straight arm backstroke was probably the most common mistake in the
10,000 videos. Breaststroke, as a breaststroker, and before they are allowed
to cheat and head up and all that stuff, was a lack of extension. A lot of
really loose extensions on the front end and that’s how you get through the
water. When the relaxation of the elbows and the hands goes up into the
palms, they want to feel this engagement. But, at the same time, they are
just stopping themselves.
Butterfly head going way down. Sometimes it’s just much farther than
where the chest is, so a lot of amplitude. A lot of up and down movement.
Freestyle, just chopping. Very little extension, again, these are the trends.
These are the things that we reported on the most of what people needed
to work on. 16 months, 40,000 miles, 10,000 videos, 80 teams, and it all
came down to the three words, simplify and apply. Give a simple message,
give a simple task.
We saw coaches that spent so much time on workout creation and they
were so proud of their workouts and they were wonderful practices. They
were engaging and it was good. But they were so tired after writing the
workout that they forgot to watch the practice and so there was a lot of stuff
that was going on that it really took away from the meaning of that workout
and so by simplifying the message, the kids are better able to understand
what it is they’re supposed to do.
But then, we get to do one thing, demand that they do that one thing that
you asked them, and that’s where we see some people maybe not doing as
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good of a job because the whole ‘starting the set over because you didn’t
do this’ or ‘we’re going to move on to something else because’-- it’s not
working to be flexible in your coaching. That’s what we observed, some
of the great coaches just simplify the entire thing. You got to make sure
that whatever message you give them, they have to do that thing. Without
that, they’re just going back and forth. I wanted to leave enough time for
questions. If there are any questions, great. Anybody?
Audience: Yeah. What kind of camera do you use and what video editing
software do you use?
Glenn: So for evaluations, it’s just iPhone or GoPro. The whole trip was done
on iPhones. It was done on three iPhones and we use Coach’s Eye. So, it
was iPhone, Coach’s Eye, GoSwim, and deck shots. We just uploaded it right
to the swimmers and somebody wrote me a couple days ago. They said,
“We lost our videos.” I said, “What’s your email? Here they are. They’re all in
there.”
Audience: Can you talk about your least favorite two words you hear from
a coach?
Glenn: The least favorite two words and I’ve written about this is, ‘I know.’ We
will be talking to somebody and during the whole conversation, the coach
was shaking their head and going, “I know.” It could be Rachel talking about
interval training and kids making it or me talking about certain skills and
the coaches are going, “I know.” It’s like, ‘Okay, if you know, they don’t.’
It’s very easy to see the difference between ‘I know’ and it was almost like
there was a defense mechanism coming before we finished a sentence. It
was either ‘I know,’ or ‘I do it this way because–.’ It’s cool if you say, ‘I had a
discussion with so and so the other day and we agreed on x, y, and z.’ Steve
Haufler and I had a discussion the other day about breaststroke pull and
the corners and all that stuff and I didn’t agree with him. But the thing is,
I respect Steve Haufler.
If he’s telling me something, there’s a reason that he’s doing it because
it worked for certain people. I have to say, where do I put that in my bag
because I am going to eventually get somebody like that as well. It’s the
defense mechanism and none of us can really know because all the
situations and every swimmer is different. Does this work for that swimmer?
It’s difficult. So again, humility and open mindedness is probably a great
way to learn.
Audience: Do you know how often a lot of these teams were filming their
athletes before you guys came and also do you think there is oversaturation point from an athlete where, I am giving them too much information
it’s almost like they are paralyzed by all these little details we are trying to
work out?
Glenn: We definitely hit that in the technology talk today. The opportunity
to film is still new. 2015- 2016, even though it’s only three years ago, there
still wasn’t a lot of it going on and so a lot of these people had never seen
themselves before. One of the objectives of the trip was to teach people
how to do it so they can do it themselves. Absolutely, it’s like going to a
swim meet every weekend, eight weeks in a row and demanding that the
kid get better every time.
Right, it’s not going to happen. They have no opportunity in between all
those meets to make any changes. If you film too frequently, you are not
going to see any differences. I thought I wrote an article, but I can’t find

it called The Stairs Are Too Big and the whole thing was about when we
started the trip. Maddie couldn’t get up in the RV because she was too
small. When we finished the trip, she was going up and down the stairs.
Now when you are with someone 24 hours a day, 365 days a year and you
are never away from her, you never see her grow. You never see her change.
But it’s the incremental changes over that time, you will see the results.
If you film too frequently and too often, then it’s just going to be frustrating
because nothing’s going to change or any big change that you can make
in one day. Then you have to demand it and then film a week or two weeks
later, just like a little spot check. The evaluation stuff is also it’s one of those
things. If you over evaluate, then that also becomes a problem because the
swimmers should be able to tell by themselves if they are doing better or
worse. That’s the goal of just filming and showing it to them. We have a
tendency, as coaches, to say, I want to hold their hand through the entire
process.
We filmed eight year olds and if you film an eight year old, basically what I
try to do with eight year olds is you only have a couple things to focus on.
‘Did you streamline on your start? Did you breathe on your first two strokes?
How was your finish from the flags in?’
I could walk down with an eight year old filming, they get out of the water
and I asked them those questions as we walk back and they say, ‘I did it.
Oh, I didn’t do it.’ Then the next kid goes in. Little kids love to watch themselves on video, but it’s that reminder. The next time you film an eight year
old, they are going to look at and go, ‘Did I streamline? Did I breathe on
my breakout? Did I breathe from the flags in?’ You don’t have to tell them
anything, they know.
Audience: What characteristics were repeated from the great programs?
Glenn: Follow through is a great word. The good programs simply did what
they said they were going to do, whatever was on hand for that day. That’s
what they did and so there were other teams that was a little bit more
haphazard. They didn’t really finish the job each day. Again, if you give too
many tasks for yourself, it’s going to be really difficult to complete all the
tasks. So, simplify and apply. That is the thing.
Audience: Can you go over the process of how you got to certain teams?
Glenn: Yeah. So, the process was they would invite us to come and then we
would drive and they’d say, ‘How much does it cost?’ We’d say, ‘It doesn’t cost
anything, but would you support us on the evaluations?’ If you tell the team,
some of the kids will get evaluations will make enough money to fund that
part of the trip and so it didn’t cost the teams anything but the families
would pay for the evaluations. Then we chair it back to the coach and the
family. All the coaches saw all the videos, so everything we said, they got
to hear.
Audience: That’s when you actually evaluated the swimmers?
Glenn: Yeah. So, a trip with a team for two or three days, it would be one day
of filming and the other days of watching and being with them or if I was
filming, Rachel was talking to the coach. Maddie learned how to watch kids
YouTube. She was only allowed to use her iPad at pools. The trip finished at
Olympic trials. Rachel was on deck and I am in the stands with Maddie and
all Maddie knew was, ‘we are at a pool, give me my iPad.’ I am like, “But look,
there’s this massive TV right there hanging over the pool, it’s not playing
ponies.”
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Audience: When you went to the colleges coaches, were there evaluations
on their swimmers?
Glenn: No, so, Bob and those swimmers, we just filmed them and gave it to
him. We didn’t do evaluations on the college swimmers because, again, it’s
almost like a compliance thing. You can’t give somebody a certain gift or
anything like that. We couldn’t do the information part, but it’s easy to film
and it’s not really breaking any rules or anything just to give them that stuff
and we didn’t treat one school more than another. For the college coaches,
we didn’t do that because they weren’t going to pay us.
Audience: So, you didn’t make any money on this trip?
Glenn: No, not on the colleges, but we got a lot of information.
Audience: How long were your evaluations for each swimmer?
Glenn: So, the evaluations generally per stroke take seven to 10 minutes per
stroke and so we would either do four strokes or four stroke starts and turns.
A four stroke evaluation probably takes a half hour. Starts and turns are 11
full videos, which is a big job. So, it’s yeah, it’s a lot.
Audience: You talked about what you saw in terms of coaching kids at the
appropriate level...
Glenn: Yeah, we did see a lot of times where, what we felt from a
performance and a training demand based on the tactical mastery of
that particular swimmer wasn’t correct. There were teams that were
coaching at probably two to three years ahead of where that swimmer was
able to be.
Trying to advance the swimmer is good, but that goes back into that
performance demand thing that ‘we got to make them faster.’ What ends up
happening is you shoot yourself in the foot because they haven’t had the
skill development to go faster and then they end up learning a stroke that
will be ultimately less productive when they do mature. It is the patience
part of the whole game that first we have to teach them. Then you can train
them really hard, but the teaching part, it gets pushed ahead for all of those
reasons, whether its financial, whether it’s parental pressure, whether it’s
peer pressure, whether it’s coach pressure, or whatever, just to keep going
forward.
Audience: So you said if you had to pick out great teams like Carmel and
York, just watching high performance places, do you ever see a middle of
the road team on the cusp? Do you ever see a middle team that you stop by
and you give them the advice of, ‘I notice that you are almost there…’
Glenn: We gave that advice when we were asked. We didn’t offer it. We
weren’t there to go in to tell them all our thoughts. We were there to learn,
we were invited into their home. It’s that thing that your friend invites you to
their home and they have pink drapes. Now, they love their drapes and you
go in and go, “Those are the ugliest drapes I’ve ever seen.” They didn’t ask
you to evaluate their drapes. So, if we go into a team and we see things that
we don’t necessarily agree with, we’re not going to go up to them and bring
it up. I think that’s probably the best way for me to alienate someone is go
into them and say, “Yeah, are you serious? Why would you do this? That’s the
dumbest thing I’ve ever seen.”
Glenn: Again if they asked, absolutely. There were many teams that would
ask Rachel about the training. They would ask me about certain technical

things, there are many teams like that. We would absolutely offer any advice
or help that we could but, if we weren’t asked we didn’t offer. That’s why we
keep making good friends.
Audience: Was there common advice you gave to Age Group kids?
Was there some common piece of advice that you gave most coaches?
Glenn: Five seconds, add five seconds to every interval that you get. Don’t
make it faster, make it slower, but make them add a dolphin kick. Make
them add a perfect finish, demand more. We as coaches are always trying
to push forward. We want to get down, if they going 1:10s, the goal is to get
them to 1:05. If they are going 1:05s, we want to get them to a minute, right?
But if it starts to get sloppy along that process, add five seconds and
demand more from a tactical perspective. Take strokes away, add dolphin
kicks, add breathing patterns, add anything that stabilizes them and then
it cleans up the whole product and then eventually they will be faster than
they would have been just by pushing the envelope on intervals.
Audience: Answering one of the questions you touched on earlier, some
coaches are teaching two to three years beyond where swimming could
really be taught. Were there any clubs that weren’t doing it right?
Glenn: Yeah, well, I will tell you that we were more impressed on a whole
by smaller teams. From that standpoint, it’s the large multi-site teams and
I know there’s a ton of them and it’s a great business model. But the large
multi-site teams had a harder time with communication around keeping
the quality of the lower end. I got a lot of friends that coach really big teams.
But, this is where someone like Michael, who had his finger on every aspect
of his program would know that if the kid’s broken at 12, he’s going to be
broken at 16. So, I better fix him at 12. That is the process of making sure
that you understand that if they do not get it at 12, it’s not going to all of a
sudden magically going to get better at some point.
You have to take the time to pull that swimmer back, fix that swimmer,
and help him. I think your question is absolutely great because if you have
multiple coaches and the age group coach is geared towards making the
kids faster, but they are making the kids faster at the expense of making
them better. How is that coach rewarded or penalized for that action?
That I don’t know. That’s going to be an internal question for that team to
incentivize beauty at a young age. That’s a culture amongst the team.
Male Speaker: What can you tell the college guys that the best clubs are
doing?
Speaker 1: Well, all the good people are doing the same thing. It’s all the
little details, they are just finishing the job. Yeah, it’s hard to identify that
there’s some magic thing that goes from one to the next and then goes in
both directions. Seeing the huge recruiting battles that are going on and
I don’t mean teams against each other, just coaches trying to find the right
people that fit into their program.
I know a lot of it is ‘what has the development path of that athlete been
like?’ What has to be taken into consideration from a recruiting standpoint?
Is there an upside with this swimmer or are they done? The history of that
program will also play into that.
Thank you so much, I hope it was enjoyable. n
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Helicopter parents
and ‘hothouse children’

-exploring the high stakes of family dynamics
Science News • Source: West Virginia University • November 18, 2019
True helicopter parents talk a good game in making their
actions all about their children, but according to one West
irginia University researcher, what they’re doing is reaping -- and
heaping -- the rewards for themselves.

The dichotomy does more harm that just resentment toward an
interfering parent. Moilanen said children take parents’ repeated
over-involvement in their decisions to heart, undermining their
sense of self-concept and their ability to self-regulate.

Kristin Moilanen, associate professor of child development and
family studies, said the phenomenon of helicopter parenting most
often occurs in middle- to upper-class families where stakes are
high for parents to be able to show off their children’s success.
Her research, which focuses on young adults 18- to 24- years-old,
indicates that high helicopter parenting leads to “low mastery,
self-regulation and social competence.”

Moilanen said when those students come to college, where their
parents have a financial stake, they have struggles they don’t necessarily know how to manage. Some of them handle the pressure
with dangerous behaviors, including episodic drinking that they
hide from their parents.

“Unfortunately, I think the term for those children is ‘hothouse
children,’” Moilanen said. “I think they’ve been raised to be these
sort of delicate flowers under these very well-controlled conditions
and -- just like a tropical plant -- they’re vulnerable whenever those
conditions are exceeded, which is a scary thought.”
The college admissions scandal, which led to the arrest and incarceration of two Hollywood actresses who had bribed high-profile
universities to admit their children by falsifying admissions test
scores or outright lying about athletic abilities, might be the most
currently-famous example of helicopter parenting gone wrong.
“Their stakes were different than, maybe for average people, but
maybe [the fear was] they wouldn’t have access to the spotlight
or that the college wouldn’t be prestigious enough, maybe that it
wouldn’t be in keeping with their lifestyle they were accustomed
to,” Moilanen said.
The motivation for “the right” college or university rounds out the
helicopter parents’ career guidance, for example, forcing a choice in
medicine when the child may want to be an artist, she continued.
Helicopter parenting, Moilanen said, isn’t done for what the child
wants; it can be done for what the parent wants for the child.

“It can get messy for those kids really fast,” she said. “In a sense,
they get caught between their parents’ desires, even if [the child]
knows what’s best for themselves.”
Moilanen said children might figure out problems on their own,
but the parent swoops in before they have the opportunity to learn
for themselves. Collateral side effects of the child’s continued lack
of autonomy could be heightened anxiety and internalizing problems, as well as leading to the belief that they are incapable of living independently and their outcomes are primarily shaped by
external forces instead of their own decisions, the research said.
Moilanen noted that some children may need more oversight than
others, and those situations vary from family-to-family and even
from child-to-child within a family. Also, she said, “most kids turn
out just fine and learn to ‘adult’ on their own.”
There’s no research yet that shows what kind of parents these
“hothouse children” are or will be, Moilanen said.
“We do know that people tend to repeat the parenting that they
receive, so I would say the chances are good that those children
who were raised by helicopter parents would probably act in kind,”
she said. n
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The Education Road
to Levels 3, 4, & 5
First, if you are already certified at Levels 3-4-5 via
your Athlete Achievement, Education and Experience,
nothing changes. No need to do anything!
As of February 1st 2018, ASCA now recognizes Education as its own
Category!
The three legs of the certification stool have always been EDUCATION,
EXPERIENCE, and ACHIEVEMENT. *If you gain a Performance Level 3-4-5
certification, you will receive the traditional ASCA blue and gold certificate.
If you do not yet have an athlete at the required Achievement Level, you
can still have access to Levels 3-4-5. They will be termed:
“Level 3 Education – USA-Swimming” (or whichever level you earn in
whatever category you primarily coach.)
*If you gain Education Level 3-4-5 certification, you will
receive the new ASCA red and gold certificate.

Requirements for Level 3
Education Category:

Requirements for Level 4
Education Category:

Requirements for Level 5
Education Category:

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

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

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

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

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

ASCA Continuing
Education Courses
Only courses listed; satisfy the ASCA Levels 3-4-5 Education Requirements
1.

Advanced Freestyle

2. Advanced Backstroke
3. Advanced Breaststroke
4

Advanced Butterfly

5. Dryland Training
6. Teaching Age Group Sports Psychology
7. Distance Training (Modules 1-2-3, each module counts as one course.)
8. Coaching 8 and under Swimmers
9. Training Age Group and Masters Swimmers – Maglischo
10. Strength and Flexibility Training for Swimmers – Maglischo
11. Vital Reading for Swimming Coaches
12. Drills and Games – Potts
13. Personal Organization for Coaches – Edson
14. Working Successfully with Swimming Parents – Leonard
15. Nutrition for Swimmers – Maglischo
16. Common Issues and Solutions in Age Group Swimming
17. How to Write Workouts – A Guide for Age Group Coaches – Edson

Tests must be submitted for credit to be earned. Please email tests to certification@swimmingcoach.org
*Not all schools include a test; in this case, a summary of the course must be submitted to gain credits.

For Level 3 Education, all five Required Schools and any three of the above CE Courses.
For Level 4 Education, all five Required Schools and any four of the above CE Courses.
For Level 5 Education, all five Required Schools and any five of the above CE Courses.

ASCA Required Schools
All 5 ASCA Schools are required for
3-4-5 Education Certification

2. Level 2 – The Stroke School – The Teaching of Strokes, Starts and Turns.

AMERICAN SWIMMING
COACHES ASSOCIATION

3. Level 3 – The Planning and Execution of Training For Swimmers of All Ages

swimmingcoach.org

4. Level 4– The Leadership School

(954) 563-4930
(800) 356-2722

1. Level 1 - Foundations of Coaching

5. Level 5 – The Administration School for Clubs, High School and College teams.

5101 NW 21st Ave, Suite 530
Fort Lauderdale, FL 33309

Can Workaholism
Be Good for You?
by Matt Palmquist

Bottom Line:

For people who put in long hours but love their jobs, a
sense of fulfillment seems to offset unhealthy stress.
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Do you spend more time at your desk than even the boss
thinks is necessary? When you aren’t in the office, is that
where your mind usually drifts? If so, you might be a
workaholic, and that probably isn’t a surprise. But what is
news is that workaholism might actually be good for — or
at least not detrimental to — your health.

They didn’t like their jobs and were “unengaged” at work.
Conversely, workaholics who reported feeling dedicated at
work tended to have objectively good health. The authors
posit that although engaged workaholics might report
short-term health concerns, in the long run they can overcome them, and perhaps emerge stronger.

Conventional wisdom suggests that long hours at the office
contribute to stress and increase the likelihood of health
problems. According to a new study, it’s not that simple.
Over several months, the study’s authors conducted health
screenings of 763 employees at an international consulting firm and tracked the number of hours they worked.
They surveyed the employees on their attitudes about work,
tendency toward workaholism,
and health complaints.

For example, an engaged workaholic who starts getting
headaches because of too much time hunched over a laptop
might decide to take some time off or see a doctor right
away. But an unengaged workaholic, preoccupied with
living up to the
expectations of the job, is more likely to feel anxious or
guilty about missing work, and risk compounding initially
mild health problems by not
addressing them promptly.

The authors also conducted
objective tests of employees for
risks of metabolic syndrome,
a precursor of heart disease.
They then controlled for participants’ hereditary predisposition for heart
disease, age, and lifestyle.
Workaholics were defined by
the researchers as those who
toiled long hours and had “a
compulsive work mentality.”

Workaholics who
reported feeling
absorbed, dedicated,
and engaged at work
tended to have
objectively good
health.

Participants who merely
worked longer hours than their
peers didn’t report any more
health complaints, nor did
they test any higher for risk
factors, than employees who
worked the study average of
42 hours a week. But one category of workaholic reported
more psychosomatic health issues and were more apt to
show high blood pressure and high cholesterol, proving that
long hours are not solely to blame for workaholics’ health
problems. And what distinguished these workaholics with
flagging health?

What can companies do?
The authors recommend that
firms train managers to intervene when they see subordinates who seem unhappy with
their jobs. Previous research
has shown that employees
are more engaged when they
receive feedback, develop
rewarding relationships with
colleagues, and challenge
themselves with meaningful
tasks.

Given the unrelenting rise of
work demands and the erosion of work–home boundaries in the telecommuting age,
the health impacts of workaholism are a pressing issue for
companies. But armed with this knowledge, companies can
cut down on absenteeism, employee turnover, and
healthcare costs. n

Source: “Beyond Nine to Five: Is Working to Excess Bad for Health?” by Lieke L. Ten Brummelhuis, Nancy P. Rothbard,
and Benjamin Uhrich, Academy of Management Discoveries, Sept. 2017, vol. 3, no. 3
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SEPTEMBER 8 - 13, 2020

2019 ASCA CLINIC LIST
AMERICAN SWIMMING COACHES ASSOCIATION

USA CLINICS
January

2-5

2020

Pacific Swim Coaches Clinic

NAPA, California

April

2-5

2020

Legends of Texas,

San Antonio, Texas

April

24 -26

2020

USA Swimming Regional Clinic and Level 2

Richmond, Virginia

May

14 - 17

2020

Central States Clinic,

Oak brook, Illinois

INTERNATIONAL CLINICS
January

28 - 31

2020

ASCA 1, 2, and How to Write Workouts

Dubai, UAE

February

10 - 16

2020

ASCA Levels 1,2, and 3

Bangalore, India

March

2-8

2020

ASCA Levels 1-4

Manila, Philippines

April

6 - 12

2020 		

Lagos, Nigeria

May

13 - 19

2020

Speedo SwimCoach Conference, Future Africa

Ingwelala, South Africa

May

24 - 31

2020

ASCA Levels 1, 2 and Motivating Your Swimmers Dubai, UAE

September 19 - 26

2020

ASCA Levels 3, 4, and 5

Dubai, UAE

For Updates and Registration Information go to:
www.swimmingcoach.org/portfolio

by Wayne Goldsmith

SUPERPOWER

OF PERFORMANCE
PA S S I O N , P E R S I S W TA N C E
P R A C T I C E , PAT I E N C E & P E A C E
ARE ALL WITHIN YOUR GRASP!

People often look at great athletes with admiration, respect and a sense of awe. It’s as if they believe that
great athletes have some sort of “superpower” that gives them the ability to seemingly ﬂy through the
water effortlessly at remarkable speeds.Want to know the truth?
ASCA NEWSLETTER | 22

Outstanding swimmers DO have superpowers! No, world-class
swimmers can’t spin webs or conjure up time portals, but they do
have special powers: powers that give them seemingly super-human strength, speed, power and endurance. And the best thing of
all? You, too, can have those same superpowers:!!”##$%&’(!)*#$#+
)&,)’(Practice, Patience, Peace: the 5 Superpowers of Performance.

PASSION:

Do what you love...then love what you do. When you talk to great
athletes and to high achievers in all walks of life, there’s one message above all that comes through loud and clear: “I do it because
I love it.” A former national head breaststroke coach—a coach of
world champions and Olympic medalists—once said to me: “The
secret to success isn’t really a secret. Find out what you’re passionate
about, and work hard at it until you become the best at doing it. It
doesn’t matter if it’s stamp collecting... or rock climbing... or cooking
BBQs. If you ﬁnd the one thing that inspires you—the one thing that
ignites the ﬁre in your heart—you’ll persist at it until you realize
your potential.” If you’re passionate about backstroke...do backstroke. If you love sprinting 50 ﬂy...then sprint 50 ﬂy.If relays get
you excited...swim relays. Over and over again, the most important lesson we learn from the most successful people in the world
is to pursue your passion.

PERSISTENCE:

Never give up.
When you were a little kid and you were learning to walk, you fell
over. And each time you fell, what happened? You got up.You fell
over again. What did you do then? Once more you got up. By the
time you were 2 years of age, you had already learned one of the
most important lessons you’ll ever need to know:
Persist. Persist. Persist.
No swimmer wins every race they enter or does a PR every time
they compete. No Olympic champion in history has ever gone
undefeated from their ﬁrst race as an 8-year-old until winning
Olympic gold. Everyone has disappointments, setbacks, injuries,
illness, plateaus—EVERYONE. However, the swimmers who
achieve the highest levels of success do one thing that sets them
apart from the rest: they persist.

PRACTICE:

Work harder—more often—than anyone else.
Of all the lessons we’ve learned from the brilliance of Michael
Phelps and leadership of Coach Bob Bowman, the most important one has to be this: Bowman highlighted his Christmas-News
Year’s training of 2002-03, explaining how Phelps improved with
his “unbelievable work ethic.” For six years until the 2004 Olympic
Games, Phelps trained 365 days a year, a staggering statistic in
itself. (World Aquatics Convention 2016, FINA Coaches Clinic).
Think about that for a moment.The most successful swimmer—
the most successful athlete in any sport in the history of the
Olympic Games—trained harder and more often than anyone
else was even prepared to train. Is it a coincidence? No.No matter
how much talent you think you have, no matter how brilliant you
think you might be...in the end, success comes down to one thing
above all: practice.

PATIENCE:

It takes 10 years of consistent hard work to become an overnight
sensation.
I was talking with a world record holder and world champion. I
asked her about what it felt like to have burst onto the world scene
and to have everyone talking about her amazing performances.
She said:
“I tried to make the national team every year for the past five years.
Each time I tried. I just missed out. A few time, I came in third, but
they only selected the first two swimmers. Another year, I came second, but missed the qualifying tome. But I always knew in my heart
that I’d make it. So, every year after missing selections, I’d come back
home, spend a few days dealing with the disappointment, then get
back into training to try and make it the next year.
“It’s funny how people ask me how come I’m swimming so fast now.
I tell them it’s because of the times I failed. It’s because of my five
years of disappointment and the thousands of training sessions I did
as a result that makes it seen like I am an overnight success.”

PEACE

Relax and enjoy the journey.
There are two types of people in the world—what I call the ONEs
and TOs.
The ONEs are always talking about “one day”
“One day, when I’m rich, I’ll...”
“One day, when I’m famous, I’ll...”
“One day when I break 30 seconds for the 50 free, I’ll...”
The ONEs are always thinking and talking about some time in the
future when they’ll do something amazing.
On the other hand, the TOs are focused on right here and right
now: TO-DAY!
“Today I’ll spend an extra 30 minutes on my math homework so
that I’ll be able to learn more.”
“Today I’ll eat some more fresh fruit and vegetables so that I feel
healthier and stronger.”
Today I’ll concentrate on my fly kick underwater so that I can improve my starts.”
The ONEs are always stressing out about what could happen or
should happen or might happen. The TOs are relaxed and focused
and spend their time doing the things that they know will inevitably lead them to the success they seek.
The ONEs are obsessed with the achievement of distant goals and
faraway dreams. They can’t relax or celebrate their current successes because they’re always looking to what’s coming next and
what might be—rather than on what’s happening right now and
what is.
The TOs know that by doing what they need to do each day, they
can ﬁnd PEACE—they can relax and enjoy the journey
Make your ONE DAY...TO-DAY! n

Wayne Goldsmith is one of the world’s leading experts in
elite-level swimming and high-performance sport.
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SHORT IDEAS

Those Born 1925-1955

The best years to be born in the history of Earth, and we got to
experience it all. Thank God for all the times, the adventures, wars
won, and technology developed. Generations after future generations will never experience what we did. What a generation we
turned out to be.

First, we survived being born to mothers who may have smoked or
drank - while they were pregnant. They took aspirin, ate blue cheese
dressing, tuna from a can, and didn’t get tested for diabetes.
Then, after that trauma, we were put to sleep on our tummies in
baby cribs covered with bright colored lead-based paints.
We had no childproof lids on medicine bottles, or locks on doors or
cabinets. And when we rode our bikes, we had baseball caps, not
helmets, on our heads.

We did not have PlayStations, Nintendo and X-boxes. There were
no video games, no 150 channels on cable, no video movies or
DVDs, no surround-sound or CDs, no cell phones, no personal
computers, no Internet and no chat rooms.
WE had FRIENDS, and we went outside and found them!
We fell out of trees, got cut, broke bones and lost teeth, and there
were no lawsuits from those accidents.
We would get spankings with wooden spoons, switches, ping-pong
paddles, or just a bare hand, and no one would call child services to
report abuse.
We ate worms and mud pies made from dirt, and the worms did not
live in us forever.

As infants and children, we rode in cars with no car seats, no
booster seats, no seat belts, no air bags, bald tires and sometimes
no brakes. Riding in the back of a pickup truck on a warm day was
always a special treat.

We were given BB guns for our 10th birthdays, .22 rifles for our
12th, rode horses, made up games with sticks and tennis balls,
and although we were told it would happen, we did not put out very
many eyes.

We drank water from the garden hose and not from a bottle.
We shared one soft drink with four friends, from one bottle, and no
one actually died from this.

We rode bikes or walked to a friend’s house and knocked on the
door or rang the bell, or just walked in and talked to them.

We ate cupcakes, white bread, real butter, and bacon. We drank
Kool-Aid made with real white sugar. And we weren’t overweight.
Why? Because we were always outside playing. We would leave
home in the morning and play all day, as long as we were back
when the streetlights came on.
No one was able to reach us all day, and we were OKAY.
We would spend hours building go-carts out of scraps and then
ride them down the hill, only to find out that we forgot about brakes.
After running into the bushes a few times, we learned to solve the
problem.

Little League had tryouts, and not everyone made the team. Those
who didn’t had to learn to deal with
disappointment. Imagine that!!
The idea of a parent bailing us out if we broke the law was unheard
of… they actually sided with the law!
These generations have produced some of the best risk-takers,
problem solvers, and inventors ever. The past 60 to 85 years have
seen an explosion of innovation and new ideas.
We had freedom, failure, success and responsibility, and we learned
how to deal with it all. n
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Powerfully Smooth

Since 1972 Sentry Pools has built thousands of
commercial and residential pools around the
world. Now, made with the finest craftsmanship
and attention to detail, Sentry brings you one
of the most unique swimming experiences
on the planet — the perfect flow pool. It’s
unparalleled drive system allows it to run at
slow trickle speeds and also as fast as the most
elite swimmer — all at an affordable price.

Unique design and operational features:

• Can be retrofitted into existing pools
• Perfect for swimming instruction
• Most advanced propulsion system in the world
• The ideal system for stroke analysis from beginner
to elite swimmers
• Economical and easy to install
• Variable flow speeds from a slow flow that provides
buoyancy to as fast as :40 per 100 yards
• Unparalleled engineering, materials, and construction
• Multiple models and sizes to choose from
• Customizable

www.sentrypool.com

Sentry

Vs

Competitor

24'' Walkway all around pool is standard

Construction does not allow for walkway unless
a deck is attached off of the structure

Wider current

Narrow current

Deep Current from waterline to the
bottom of the pool

Current depth 12'' from the waterline

Current flow lifts you for a more natural
swim and easy kick

Current flow forces swimmers to kick hard and
always look downward to stay on water surface

Water current is smooth at water surface
even at high speeds

Water current has three rolls at water surface and
swimmers must be between them to breath

1 5 2 9 4 6 t h Av e . M o l i n e , I l l i n o i s • 1 . 8 0 0 . 4 4 3 . 8 6 2 5 • w w w. s e n t r y p o o l . c o m

Lessons Learned this Year from Conflicts with Parents,
Swimmers, and Administrators
Jackson Leonard
Introduction: Our next speaker this afternoon is Coach Jackson Leonard.
Jackson is the Associate Head Coach and Lead Senior Coach at Gulliver
Swim Club in Miami. Jackson has coached numerous top 16 age group
swimmers and Junior National qualifiers. I have known Jackson for a
number of years now, and watched him grow as a coach. He is excellent at
what he does, both on the wet side and dry side. He is a great motivator and
a great thinker, and I think you guys will really enjoy hearing from him today.
Jackson Leonard: I appreciate you all being here. With this talk, especially,
I have had one or two coaches that I really respect, laugh and scoff. My
e-mail threads this year were saying, “Are you really going to give that talk
at World Clinic?” I think they thought this was going to be a roast of myself
and my own team, but that is not what this is meant to be. I really just want
to go over some things that we encountered as a group, and things that
I hope that you can take away from here and say, “Okay, maybe we’ll do
that better.” Some of this is combination of things that I did poorly, some
of it is stuff that some of our other coaches on staff had, and some are
just observations, but it’s a combination of the whole team. Again, it’s not
to put ourselves down, we are really proud of what we do, but hopefully
you can take something away from this. If there are introverts in the crowd, I
am going to prepare you right now, there will be one interactive thing with
the people next to you. I like that because I am an introvert, so I really need
the warning and the mental prep to have to go turn and talk to people next
to me. It is coming up. Please be ready.
This talk is actually inspired by a good friend and mentor. He was in his first
year of marriage. He will remain nameless for the story. He was at practice
running a great set 30 x 50s. They were supposed to be all at 200 pace.
He was watching this great 200 flyer that he has really invested in, really
hoping he is going to hold a certain time. The whole set is going really well;
one or two that were a little bit off, but he wasn’t too worried. The coach
finishes his workout, goes home, showers, and pops in bed. His new wife
sitting right there with him. She is reading, and stops to talk to him. She is
telling me about her day. She is asking all these questions and trying to get
his opinion. She realizes he is zoned out and is staring into space. She turns
and says, “Honey, are even listening to me?”
As a new husband, he is thinking, “I should be honest, shouldn’t I?” ‘No
honey, I am not. I was thinking about so and so, and wondering if he can
hold that 200 pace for the entire race.’ She went off on him. He told me the
story and it stayed with me forever. And so, now when I go home, I make
sure I leave my work at work. I come home and I am focused on what I am
doing at home. When someone asks me a question, I am paying attention.
It’s just one quick example of a conflict that he had, that I heard about. It
wasn’t my mistake, but I learned from it.
Zig Ziglar was a great, prolific, motivational speaker, and he sold all kinds of
things; insurance, Tupperware, all kinds of great best-selling books about
selling. He talked about, “There’s no way in one lifetime you are going to
learn everything there is to learn. But you see books from other people
about how to sell things better, how to do things better, and you read them.
Why wouldn’t you also learn from their missteps? Why wouldn’t you also
learn from the things that they didn’t do well and help get better that way?’
Now, your mistakes are always going to be more formative for you. The
mistakes you make personally on deck, or in the office, or with parents
individually, that is what you are actually going to learn from the most.
But, this is a good situation where you can hear some other issues that
happened and maybe take something away for your next coming year.

First one, this one I will tell you was me. It really cuts me deep; this is
emotional for me because it happened to me at the end of the summer.
Just because you have a good relationship with a swimmer does not
mean you have a good relationship with the parents. We got to our Senior
Championship meet; I was dialed in with an athlete who I thought could
make her first Futures cut. This was a girl who hadn’t made Senior Championships before. She was very nervous, very excited though, and ready
to go fast. Before the prime event that she’d thought she could make the
cut in, she had another 50 butterfly or breaststroke. The fifty was inconsequential in my mind. I talked with her. I explained why I thought it wasn’t
important and why she needed to focus on the cut. We agreed. She said,
“Okay.” I scratched her out of the 50 and she came back for finals. The
parents were furious that I had taken her out of an event.
I never speak to the parents. They are never on deck; they drop their
daughter off, they leave, they come back, and they pick her up. We didn’t
have any contact. They were furious, though. The daughter and I had a
great relationship, she understood why we were doing it. But just because
you have a relationship with the kid does not mean you have a great
relationship with the parent.
To do differently next time? You have got to be cultivating that
relationship constantly, reaching out preemptively. Reach out to parents
you do not normally talk to, you go find them, talk to them, make sure they
understand what’s happening in your program. You can educate directly
by going to them and explaining what you are going to do, or you can do
so passively with newsletters and with e-mails that go out each week. You
want to know the pulse of the narrative of your team, know what people
are saying, know what parents think, and again, communicate constantly.
This idea of ‘knowing what the narrative on your team is and communicating’ will keep coming up through this talk. It came up through my year
repeatedly.
Next, ‘The more rules and restrictions that you have for taking a trip, team
trip, or about your move-ups, or for different groups, the more conflicts you
are going to face.’ We have this all the time where one parent is upset about
so-and-so moving up and ‘Why not my son?’ If you are going to stick to
really stringent move up standards or a stringent rules for taking a trip,
you have got to be ready. If you are going to be that strict, that is okay,
but be ready for some backlash. You want to have the backing of your
superiors; you want to make sure you are really clear with the limitations or
the rules of the restrictions. Make sure the information is out there for all the
parents to see because if you fall back and then you say, “Okay, well, we are
going to let you go on this trip, even though you didn’t make the attendance
requirement,” you are going to lose the respect of the swimmers and the
parents involved that know that you let that swimmer join the trip when
they weren’t supposed to.
This one, I actually learned last year at this clinic from Coach Schubert
and it played out for us this season. “If you convince a parent that something is important enough on your team, do not be surprised when
they leave your team because another team does that one thing better.”
The example that he gave and that we found was long course water. We
had our youngest age group swimmers, the tiny learn-to-swim ones that
were just coming into our program, their parents were complaining that we
did not have enough long course water for them. I do not know about the
rest of the country, but in South Florida in the summer- at 4 o’clock every
afternoon, it thunderstorms. We had long course set up for the morning,
and it’s not our fault, but the thunder rolled in every afternoon. It was not
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their fault that they didn’t get long course water, but our coaches at the
beginning were espousing, ‘It’s so important you have to have long course
swimming to be able to swim a long course.’
By mid-season, there were one or two families that said, “That team over
there as long course water, we are going over there.” We had done such a
good job convincing them on going long course was they left us. Instead,
we talked as a staff about teaching a growth mindset. “Okay, you are not
going to have the long course water. What can you do better? How can you
become better without that?” Teaching that toughness, teaching adversity
creates opportunity, rather than limiting ourselves. Again, controlling the
narrative. You have to be on top of that to tell the parents that ahead of
time, so that they know.
This one seemed silly to me until the end of the season. ‘Please read meet
information every single time you go to the meet.’ Our club has a style,
where we go to the exact same meets every single year because it’s
tradition, because it’s convenient, and because whatever the reasons are.
We got into a loop where we stopped reading the meet information, but
there were small changes made each year. It added up to big differences.
We had one meet, where a Senior swimmer did not sign up through our
website and not tell us that they wanted to go to the meet. So we said, “It’s
okay. Show up on Friday and Saturday and Sunday, and we will deck enter
you.” We said, ‘Show up there 9:30. It will be plenty of time. You can get in,
you get a warm up later on, then you can swim. Your event is supposed
to go off at 11:00.” No one on our staff had read that the deck entries closed
at 8:45. As simple as that, but we look really bad. All it would have taken
was one of us on staff to read it and then comment to the other coaches,
‘Do we have to get them there a little earlier?
Futures: I hope I am not the only one who failed here, but this year
Futures was 18 and over. In past years, it was 18 and under. We were working
the whole summer with the assumption that our 18 plus year olds were
not able to go to the meet. Even though we had set a goal of taking more
swimmers to Futures and showing our families that we are getting better
on the senior end by having this bigger roster, we left home four or five old
boys. We left boys that could have made Senior National relays. We left a
lot of people at home that we didn’t need to, because we hadn’t read the
meet information. Then you end up with a swimmer with a face like that.
(motioning to slide). Not good.
Take attendance, again, very simple. But when you have those irate
parents that come in for meetings, it is helpful. We had one mother, she came
in and said, “I do not understand why you are so mean to my boy? Every
time he comes home, he says nothing but negative things.” I stopped her
right there. ‘Let me stop you right there,’ I pulled out the OnDeck app and
I said, “Your son has made 19% of the practices this season. When he is
here, practice is extremely hard for him because he has made 19% of the
workouts. He is going to feel negative about workouts when it’s so tough
for him to even complete them.” That shut down the conversation right
there. There’s nothing more to say. We talked about how we will be more
positive when he is here, but he has got to be here more often for that
positivity and for him to see that growth and development in practice.
I think the OnDeck app for those that have TeamUnify is great, because it
really shows you. The attendance is even in colors, so you can really make
them feel bad when you show them the red 59% practice attendance. ‘If you
do not control the narrative, it will control you, and it’ll be written for you.’
Parents who leave our team, and then, we hear the grumblings from the
parents that are remaining. They come and tell our coaches, “Oh, this is what
they heard.” We’re going, ‘Oh, so that is why they left?’ We hold our hands up
like, “Where did you hear any of that? None of that is true.” We did a poor
job this season of controlling the complete narrative and doing enough
with our newsletter, doing enough with weekly e-mails, doing enough with
group meetings, and making sure we are talking to kids about the positive
things and having them explain it to their parents when they go home.

Parents in the room know when your kids hop in the car after being in a
practice, some of them talk about every single thing they did in practice
and some will say, “How was practice?” “Fine.” “How was practice?” “Okay.”
Get the kids to talk about what were the good things, what did they learn.
Then when they get in the car and the parents know through their kids, you
are in a good place. ‘Know your team parents.” Connect, make connections,
establish that trust with the parents who you do trust on your team.
We really rely on our newsletter and weekly blasts. I made an effort after
last year’s talk about millennials and using less social media, I went the
opposite way and tried to use a little bit more social media to try and
influence the kids that were following us on our Instagram. The same things
we talked about in practice, same things we talked about as a staff, we try
and post a little bit more on Instagram, to get the kids to feel that way. Pretty
soon, the parents wanted to follow and they wanted to see it. We didn’t do
anything different. But there was this facade on the outside that things were
getting better, things were happier, etc. It was true, but that communication outward helps make sure that we control the narrative rather than it
controlling us.
‘Constantly update your resume.’ This one didn’t come up because any one
of us particularly wanted to leave our job. It came because I was cleaning
out my desktop and found an old resume and happened to open it. I looked
through it and thought about it through the eyes of a potential employer.
When you do that, you see the holes and see the reasons why someone
may not hire you. My tag here says, “Level 3 ASCA,” which is right for the
performance side. Then when I saw that, I saw my resume, I realized that
hadn’t turned in the last piece of paper I needed to show that I was a Level
5 education person for ASCA. That was still sitting in my desk drawer.
So, just by constantly updating your resume and looking at what your weaknesses are you can figure out what you need to do to be better as a coach.
You can look for achievements within your own LSCs, and that helps you grow.
It helps your parents feel like, “Okay, our coaches are on the Zone trip.
They’re on the All-Star trip. They’re going to National Select Camps.”
And again, creates a good narrative for you and your team.
‘Educate yourself.’ We have parents that came in questioning what we
were doing. It is always good to grow your toolbox and have answers for
them. You are always going to have kids, especially in the older groups, that
question what you are doing. By educating yourself, you have the answers
for them to feel more comfortable. I also just recently did the Regional
Coaching Clinic in Anchorage, Alaska with USA Swimming. If you are not
using the USA Swimming Sports Performance Gurus, I highly encourage it.
They are smart, personable guys that know their stuff. I walked away from
the clinic with four or five things that we are going to take back to our
practices and things I felt better about.
Here is your one extroverted activity. It will take three minutes; but find
someone near you to explain a conflict you had, whether or not it was
resolved. You can explain what you did and how you felt about it. In a
minute-and-a half we will switch with your partner, so you can listen while
the other person can explain.
Ready?
Jackson: All right, first person, if you haven’t already switched, go ahead and
switch. Make sure the other person gets to talk.
Jackson: I am glad to hear that I am not the only one in the room that had
conflicts. That sounds good. Alright, number nine; I do not believe that
every conflict we talk about has to be a major conflict.
This next one, ‘avoid procrastination’; procrastination, for me, resulted in a
ton of micro conflicts. I am a great ‘big idea person’ on our team. I am happy
to start things, I love the beginnings of projects. Then when it gets down to
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the nitty-gritty like picking up the phone to call the rental agency, things
start to slip through the cracks for me. If you end up putting it off, you’ll
say, “I will call tomorrow. It’s okay, because I have practice right now. So, I
will make a phone call tomorrow morning.’ This starts to create little mini
conflicts for you that add up, and really put some stress in your life.
My new model after reading a book this year is if the task takes you less
than five minutes, do it right now. Do not wait for any possible reason. If it
takes less than five minutes, just do it right away and do not think about it.
It is like ripping a band-aid off. That idea actually saved me a ton of grief by
the end of the year. Avoidance doesn’t really make the problem go away.
It just makes the problem compound over time. The simple task may take
a little bit of minimal effort, but it’s definitely worth the effort. Calling for
hotel blocks, if you wait too long, you wait too many days, prices go up.
Airline flights? Prices change by the minute. I waited, I do not know, three
or four days too long for the Alaska flight, and prices went way up. Tiny little
procrastination issues create major conflicts over time.
This is what I watched last night- we have a new Athletic Director at our
school, he is a great guy, and our Aquatics Director was on deck coaching
with me. He got a call from the Athletic Director that he needed to come up
and have a meeting. This is at 7:00 p.m. and our Aquatics Director got hot
under the collar because he was frustrated. He wanted to be on the pool
deck, and he turned to me. We have a great relationship so he turned to me,
and was saying, “Ah, I just want to be in practice. I do not want to have to
go up, ugh.” He is getting really frustrated and started to storm off. You can
see that that was not going to be a good meeting the second he stepped
in the office, right?
I read a lot of books this year about the mindfulness and getting into the
right kind of mood before conversations. Yawn, focus on your breathing,
slowly inhale, hold the breath before you exhale. Repeating- either verbally
or internally- what your three major core values are. For example, if you
used ‘honest, selfless, and kind,’ as your core values before you go into any
meeting, and you are going to start to say something and you might be
potentially stressed, if you aren’t ready to speak with words and say
things that are honest, selfless, and kind, you are not ready to have the
meeting. Now, your values may change, but you want to be focusing on
saying the right things when you go into your meeting. I would
encourage you to not start the meeting until you are ready. If you
absolutely cannot postpone and you cannot delay and you cannot
reschedule the meeting, you can make sure you take a minute to pause
and correct yourself, so that you are saying the right things. Speak slowly.
Really think about what you are saying, what the other person is saying back
to you, allow for time to absorb the information and for comprehension,
so that both parties understand what’s happening in the meeting.
A good statistic, I read was, most doctors interrupt their patients in the first
33 seconds. I do not know how things are getting done in the doctor’s office
if the patient is getting interrupted in the first 33 seconds of what they are
saying is wrong with them. I might be in a meeting; I do not want to go in
hot under the collar and be interrupting someone 33 seconds in.
This is a new one- where we have parents that would come in for meetings.
They would be a little upset or they would be stressed about something and
the conversation will start to go in a circle. There really wasn’t an end in sight
to the conversation. We started saying the same things back to each other,
and it was hard to get them out of the office and feeling good about what
we had just talked about. So, we started this new idea of finishing meetings,
with parents, athletes, or even staff meetings, by asking, “What was most
useful to you about this meeting?”
Forcing them to think about what they learned and not what was said
in judgment instead. It really forces people to pull out the value of the
conversation you just had, or the staff meeting you just had. We want to

know what was most important to you in this meeting, and that wraps
up your meeting and sums it up. There was a colonoscopy study done.
They tested where half the group were given a colonoscopy that was 60
seconds longer than the rest of the group, that’s a long minute. But, in that
minute, they made the procedure feel better and ththe subjects say they
experienced less pain. That group that experienced less pain in the final
minute was 10% more likely to return, and they said they experienced
10% less pain than the group that was in there for a shorter period of time.
So, this idea of finishing what you are doing with a positive sentiment to
create a better overall atmosphere and environment.
Before I put this up, I was standing in the lobby talking with a coach, and
he actually said the exact opposite of this, but I am sticking to this idea.
“Give as much information as necessary to achieve your goal, but no more.”
This is specifically when interacting with parents and sending out e-mails.
We just had this in Florida where we had a hurricane almost hit us. We
had to turn off our pool pumps and we had to close everything down. All
the chemicals were out of whack. If the problem that you have to address
to your parents is that the pools chemicals are out of whack, one solution
is to send out a message to everybody that says: ‘The pH of the pool is this.
The chlorine is at this. Problem typically takes 12 to 36 hours. Right now
it’s a health code violation for you to be in. We are going to try and get back
in tomorrow, see you.’ If you send that, that is a lot of information. Those
are a lot of things that nitpicky parents can latch on to, and then come
back to you with, as opposed to sending- not a false statement- but,
“The pool is unavailable. Coaches will let you know when it is available.
We hope to get in as soon as possible.” That gives you some flexibility. That
allows you to adjust and say, “Okay, we fixed the pool up quicker than we
thought we were originally able to do. We are ready to get back in,” or “It is
going to take an extra 12 hours because things need to be done.” I like the
flexibility side. The idea of giving as little information as possible to achieve
the goal of satisfying the parents that things are going to be better.
We have conflicts where parents will try and grab us as we are walking
into the office on the way after practice on the way out. It is a spontaneous parent meeting. You did not plan it. They did not say, “Can I meet
with you?” They are just grabbing you and you have no idea what the meeting is about. I personally would advise against those at all costs. Twice this
year I got shanghaied into a meeting, I had no idea what the issue was.
It was 15 minutes of a parent raving about a particular issue. Now, I had no
data to back up anything that I was going to say. I had no plan for what I was
going to say back. I had to be ready to go on that second’s notice, which
is why I would advise against trying to hold those meetings as often as
possible. Instead ask, “I am not available to meet right now, is there a time
and a place that I can meet with you?”
If you can avoid the spontaneous meeting, plan for start time, request
information. Ask, “What is the meeting in regards to? What do I need to
know about for this meeting, what information should I bring?” Plan for the
issues that they address, that they bring up, and then say when the meeting
is going to end. ‘I have another obligation at this time, I am going to have
to step out at that time.’ Again, that avoids the circular conversations that
sometimes happen with parents. Instead, you have a hard time to leave.
If you do not actually have anywhere to go and you are happy to sit
there and talk with them, great; if it’s a good meeting and you want to
continue talking about all the good things that might happen, go for it. But,
otherwise you have a hard deadline to leave.
Obviously, that doesn’t always happen. Sometimes they say, “No, I have to
talk to you right now. I cannot possibly wait.” That is fine. If you are going
to talk, talk. It goes back to talking slowly. Pause, make sure they are heard
and understand what the core issue of what they really say is. Then answer
them. But if you can avoid that and you can instead arrange the meeting,
I think that always works out better. When you ask, “What does the meeting
concern?” if they say, “I’d rather not tell you,” you can be assured, it’s going
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to be a negative meeting and just be ready. If they do not want to tell you
what they are going to talk to you about, it is not going to be a good thing.
Staff meetings and performance critiques, ‘generalities do not hurt feelings.’
When you say, “Guys, I think as a staff, we should all try and speak a little
nicer.” It does not hurt anybody’s feelings. That is a nice thing to say, it is
good information to get to your staff, but it may not actually reach the
intended target in the staff meeting. The person who actually needs to hear,
‘Let’s talk nicer,’ maybe thinks to themselves, ‘I talk really nice, I am a great
speaker at practice.’ You see this every day in practice when you are telling
your boys and girls, ‘Some of you are doing great streamlines off the wall.’ All
the boys are going, “That is me right there, yeah!” And all the girls are going,
“Oh God, he is talking about me. I didn’t hold that stream on the third 25,’
right? It’s the same thing. Staff meetings where you say, “Guys, we need to
be better about dressing professionally.” The one that is coming in jorts and
flip flops is saying, “Yeah, I dressed professionally today. I am pretty good.”
I do not think you have to hurt anybody’s feelings. But, I just finished reading
this great book about World War II Generals, and how generalship changed
the American army from World War II to Vietnam.
In World War II, the generals were replaced frequently. They were replaced
because they were told what their objective was. If they didn’t reach the
objective, because they had a deficiency, they were given another chance.
If they still could not do it, they were reassigned to different tasks. There
was this constant sense of ownership, of ‘you have to be able to fix the
problem. If you can’t do, we are going to find somebody else who can.’ But
they were not afraid to tell the generals- some of the best officers in the
army- ‘you are not doing a good enough job.’ It wasn’t just talking to all the
generals in a room and saying, “Guys, we have to be better about the
blitzkrieg.” Feedback has to be specific to the actual person. It does not have
to be drastic, like it’s not war, but it should be important to you if you want to
fix a problem within your own staff. Do not be afraid to be specific with your
staff members about, “I think this could be better.” Just talking amongst my
own colleagues, my own peers, it’s amazing how many of them wish that
we had more frequent peer-to-peer reviews or superior assessments where
someone’s looking at us and telling us how we are doing. If you have
somebody on your staff who does not want feedback and does not want
constructive criticism on how to coach better, you have got to think about
whether or not you actually want them on your staff.
This idea of helping each other out and give each other some positive
feedback or some assessments every now and then, it may not be every
week, it may not be every month; it might only be at the end of each season,
but I think that is helpful for us as coaches. I know that the coaches I have
talked to recently on deck and on our own team are craving for a little bit
more. Not just validation, but they want to know the things that they can be
better at to help improve on the next season.
If you have a new athletic or new administrators, I thought about this a little
bit. Be prepared. Anytime you have someone new and top position, the
way they show they were worth the hire to the school or to the company.
The way to do that is to start changing things, because when they change
things, then they can show, “Look, I made this difference.” Be positive, be
forthcoming with what works for your program; go out of your way to
create dialogue with that person, go find them and talk to them. Do not
wait for them to have an issue to come find you before you have introduced
yourself. Reach out to them, create the conversation, and present the good
that your program offers. Explain what you have done really well in the past
and what could potentially improve. But do not wait for the negative to
come to you.
Some recommended reading for communication and language since
we talked a lot about controlling the narrative. Words can Change Your
Brains, one I most recently finished; I thought that was a great book
about communication. Zig Ziglar’s Secrets of Closing the Sale. It’s a lot of

outdated references, he talks about Tupperware and going door-to-door to
sell Tupperware. But all of the concepts remain the same. The person-toperson sale and talking to a husband or wife in their kitchen. The salesman
is only talking to the husband because he thinks the husband is the one
that is going to control the wallet in the ‘50s, but it’s the wife who is using
the Tupperware and the wife that is using the purchase. So if he doesn’t
make the sale to the wife, he has got no sale. All kinds of great details about
communication and how you are going to talk in parent meetings and staff
meetings; just got to think outside the box other than the Tupperware.
Most studies show that when you sit there and listen to a lecture, you do not
think about what you actually heard, you forget most of it. So, my question
for you is: ‘What you just heard was most useful to you?’ As you sit, think and
write about what you have heard today that is most helpful when you walk
out of here. Hopefully, there was at least one thing in there.
Questions?
Male Speaker 2: Did you really have this many conflicts this year?
Jackson: Yeah. But like I said, they can sound really terrible, but with
exception of the first one where the parents were really upset me because
I made a scratch, most of these things were micro conflicts. I was thinking
to myself, “Yeah, for a new coach, this will be a big conflict. This is something that takes time to know how to answer and know how to respond to.”
Our whole staff experienced the range of what I just presented. Hopefully,
you had this many. If you do not have this many, I got to talk to you afterwards so I can get better.
Yes?
Male Speaker 3: Do you get upset with the parents who grab you after
practice? Is that them not understanding the process or…?
Jackson: In this case, I wouldn’t blame our parents at all because on our
team, we explained to them, ‘we are available before practice and after
practice to talk’. That doesn’t mean I want to be shanghaied and pulled
to my own office and then have someone start yelling a minute into the
meeting. But they understood enough to at least wait to come in the
office and ask to talk. Again, I didn’t think. Had I asked, “You know what? I am
really busy right now, let’s talk tomorrow,” or “What is this in regards to?” then
I would have gone in with a totally different mindset. I would not have
had an issue with the complaint. I think it was a valid complaint when she
actually came in. I do not like the way she did it because I didn’t have any
response other than just being emotional. I do not think that is a good response.
So, in that one instance, I do not think it was them not understanding. We
did not explain to our parents well enough, that we prefer to have the meetings pre-planned rather than spontaneous. We have addressed that and we
are going to try and be better about that.
Male Speaker 3: I do have those mass messages and I am hoping to hit the
target because everybody can learn from that. But it is getting to a point
where I am going to have to start really talking solo with one specific coach.
I do not feel comfortable in this day and age, having solo meetings. I do not
think it warrants me in with one of our administrators. How appropriate do
you think it would be to have another coach in that meeting or an assistant
in that meeting?
Jackson: Right.
Male Speaker 3: Should I go ahead and do that one-on-one and risk the
weird awkwardness?
Jackson: The question was about the slide about giving specific feedback
to a staff member. I am not saying to make that your first go-to, we do
something where we all talk about, for example, we all want to dress more

ASCA NEWSLETTER | 31

professionally. That is step one. Step two might be, if I am the one running the meeting and I am talking to the staff, then I might say, “Guys, look,
I know we talked about this already. I know I slip up because sometimes
I come in and I am wearing my flip-flops, or I am wearing the shorts that do
not have a button on them. I do it too, but I need everybody to be focused
on doing dressing better and better.” So then, there for the second step, I am
taking a share of the blame and saying this is something I sometimes do.
I need everybody to do it better.
The third one, if you are uncomfortable having a one-on-one meeting,
I would almost turn it into a positive thing. First, we talked about the
personal assessments. So, ‘Would you guys all be comfortable coming in
and talk about things we are doing?’ Maybe it’s something you are able to
bring up as something that can improve? Rather than just saying, ‘Here’s
the negative. This is bad.’ But then, the final step, if that is still not getting
through after all of that, then to bring in someone else who observes whatever the behavior is that you do not want.
If the behavior is that someone’s walking in every single day, and they’ve
got a rip shirt and jean shorts and you have an assistant coach that sees
the same thing you see every day, that is someone to bring in a meeting
and say, ‘I am bringing in another coach because they are seeing the same
thing I am seeing. This has to change. I brought it up a few different ways.
Now I am asking you to change it directly.’ Because I have other people to
corroborate what I am seeing rather than a direct confrontation; this is not
just my opinion versus yours. Does that help?
Any other questions? I couldn’t have possibly been that good. There has to
be other one out there. There we go.
Male Speaker 4: How do you deal with some parents who coach?
Jackson: Parent coaches in the stands? For our Senior side, we do not have
that issue because the parents that have been on the team help monitor.
We even ask the parents that have been there to tell other Senior parents
to not stick around. They do not sit out there, they do not watch practice.
You drop them off, you go do whatever else you want to do. You have two
hours to do what you want to do and then come back. That is where establishing trust with the parents you have on your team and who you have a
good connection with- that comes into play. We can walk up and say to
the right people, “Hey, so and so, can you please go tell these new parents that they really shouldn’t be here and do it in a nice polite way?” So,
that really just applies to our age group. And with the age group, again, I
go back to the community- teaching either directly or passively. It’s either
something where you better have a group meeting, beginning of the year,
just the your youngest guppy group and say, ‘In this group, the parents are
welcome to be here. We want you to see the see the progression, see them
enjoy practice, but it’s like a classroom. You can’t be standing behind the
block saying, “Come here, come here.” You can’t be waving your camera, so
that you are showing the kid that you are videoing.’ Parents need to help
provide the classroom environment, so they can learn. That direct education is key and then just putting it in your newsletters, put it in your social
media in a positive way. I am sure there are all kinds of ASCA articles and
all kinds of things where they talk about ‘What is a good swim parent?’
and put that out there as, ‘Here’s some great information.’ Let them read it
that way.

Final step would be to pull someone in who is flagrantly still ignoring all of
the group meetings and the message you are sending out. ‘Here’s what I’d
really like to help your child be better. For your child to succeed, here are
some things that I know we can improve and in that mix is you trying to
coach them while we are coaching them.’
Does that help? Yes?
Female Speaker 1: You talked about a scenario at a swim meet? Like the
parent doesn’t go practice for the year but shows up taking splits at a
meet? Do you have that?
Jackson: All the ends of the spectrum. We have this where we have parents that have their phones and they’re taking splits, we have that. I am
comfortable enough with some of the parents to go tell them. “Hey, did
you see that third 50 split? I know it could have been better. We talked
about it. When you talk to her in the car, can you make sure that you are
reinforcing that?” I give them the information I want them to reinforce. I am
also letting them know slyly, ‘I saw you taking splits. I know you know what
the third 50 was. Do not do that anymore.’
I have known several coaches, who are going to remain unnamed, because
by today’s standards, it may be too harsh, but several coaches who have
banned parents from practice and from going to meets because they are
too intense. I think there’s everything from being passive and trying to
teach and be nice and show that this is a learning moment to the other
end. You may have to comment to the ones who are new to the team,
‘We do not do this. I have got this. We are coaches, we are professionals,’
and you may have to say,’You are not allowed on the pool deck anymore if
you are going to do this.’ There is a whole range there. If you have a more
specific scenario, I am happy to talk about it afterward, too. But I think
there’s a whole range there for how to deal with parents that are coaching.
Yes.
Female Speaker 2: Do you have more conflicts with teenagers or the
younger age groupers?
Jackson: The age group with the most parent conflicts? It just shifts.
The types of conflict changes. I heard this for years, even at the NCAA level.
NCAA coaches will tell you, the parents do not suddenly change when their
kids are 18. You just hear from the parents once a year. And it’s really bad
because they come in and they say, ‘How come my kid is at this meet? How
come he did not go his best time? Or didn’t get to go on this travel meet?”
We as club coaches just have the microaggressions every day. The youngest groups need the most education, especially if they are new to the sport.
They need to understand what is happening. They are going to make a lot
of mistakes. I think that is the time to not be as upset with your parents
because they are really learning the sport. As they get to the point where
they are almost in the Senior group, if they are still making the same mistakes as the younger group, either you have got really rotten parents or
you have done a poor job of educating them about what you want on
the team. But I think there is a whole spectrum there from learn to swim,
pre-competitive kids to college level athletes; they all have conflicts.
Thank you guys. I appreciate. n

LEADERSHIP
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T h o u g ht f or the Day

“

QUESTION
EVERYTHING YOU
ARE TOLD.
THAT IS THE
ONLY WAY OUR
KNOWLEDGE
MOVES FORWARD.

”

From history’s most famous swimming coach

James “Doc” Counsilman
Indiana University
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SHORT IDEAS

Remember that People
Avoid the Truth
Time and time again, we hear the Stoics tell us to say what is right, to do what is right, to
be comfortable swimming upstream or rejecting the choices of the mob.
Marcus Aurelius said this. Seneca said it. Cato said it. Nassim Taleb says it still today.
What usually goes unsaid alongside these inspiring calls—whether it’s “If you see fraud,
say fraud” or “If it’s not right do not do it, if it’s not true do not say it
—is anything about the consequences.
Because while history admires whistleblowers and men and women of principles, their
contemporaries often have the opposite reaction.
Because speaking the truth and standing up for what’s right is an implicit rebuke of the
status quo. It challenges people’s identities. It indicts them for not doing the same.
This is important to know and to constantly remind oneself of.
It’s almost like you need to do a premeditatio malorum for what happens when you
commit to being a good and honest and courageous person.
Because it’s not going to be easy.
People are not going to throw you a parade.
They’re much more likely to throw brickbats. Or insults.
But you have to do what you think is right, and, as Marcus Aurelius said, treat the rest
like it doesn’t matter. Who cares if they unsubscribe from your emails?
Who cares if they report you? Or try to take away your sponsors? Try to run against you
in a primary election? Or leave nasty comments? Or try to bully you?
Because the truth is that none of these things matter.
Or at least, they don’t matter more than your duty.
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SwimAmerica A Great Way to
Build Your Swim Team FAST!
TM

SwimAmerica has outstanding
teaching progressions that get kids
team ready FAST!
TM

Here Are Our Three Newest Features!
1. NEW Quick Start Call 800-356-2722 to launch your SwimAmerica

TM

2. NEW On-Line training makes licensing with SwimAmerica convenient
TM

3. NEW Train your instructor/coaches online, simple, fast, targeted training.

Contact Us Today at 800-356-2722
You Can SwimAmerica in just 39 Days!
TM

swimamerica.org
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Coaching from Your Strengths
Carol Capitani
Kathleen Prindle: Thanks. Hi everybody. My name is Kathleen Prindle, and
I serve on the ASCA Board of Directors. I am so excited about our next
presenter. I am here to present Coach Carol Capitani. I am going to give you
a little bit of information about her. She swam at Cal-Berkeley and graduated from there with a degree in English. She also has a Master’s degree
in English from Villanova. She spent 14 years as an assistant coach at the
University of Georgia. She is in her eighth year at Texas. Carol has been
a coach for Team USA four times. She has been a coach for Team USA at
the World University Games and she is also four times Conference Coach
of the Year.
Some things which you might not know. Do you know that she ran the
Boston Marathon? She has two daughters, and so what I learned in doing
some research about Coach Capitani is that she has many strengths, and
that stands to reason because her talk today is about coaching from your
strengths. So without further ado, Coach Carol Capitani.
Carol Capitani: Thank you. Some people are really good at starting with
jokes, and my husband would advise against that because he tells me that
I am terrible at jokes and I am also not very funny. But I will start off with a
little story that leads into this talk because I do have to know my strengths.
I know I am not great at this. But this is pretty recent, I walked into my office.
The cool thing at Texas is all the Olympic coaches work together, so it’s just
a really fun environment to just engage with each other and have that back
and forth with other really excellent coaches. I hear Eddie walk in one time,
and we have an admin in between us. So, I am in my office, sitting at my
desk and I hear him walk in and talking to Marion. And I say, “Eddie?” He’s
silent for a second, and he says, “Whattie?” And then there’s some silence
and I am like, “Come here!” because I am just excited that he’s there, right?
Then there’s some more silence and he says, “Carol, does the mountain
come to Mohammad?” [Laughter] I do want to say that because I feel honored to be up here speaking to you. There’s that saying, ‘If I have seen further
it is by standing on the shoulders of giants.’ I have been really fortunate.
I have had some unbelievable coaches from high school and beyond. I
never thought I was going to be a coach; I didn’t want to be a coach. Life
gives you sometimes what you don’t expect. So, just crossing paths and
working on the same deck with and really calling so many of the people in
the room my friends, I feel exactly that way; just a lot of gratitude. I think we
work in the best sport in the world and that’s why I am here.
Along the way, coach from your strengths. I have thought a lot about this
talk. We come to these clinics to learn and to talk and to pick up some
different skills. Talk about really good coaches, I have this in my office. I
was lucky enough to get a signed copy given to me as a present. I didn’t
look at it for a long time. It’s just like one of those things that you can look
up on the internet, it’s pretty easy to find. There’s 15 blocks about being a
successful coach and John Wooden was unbelievable. On the bottom-left,
I think it is fantastic, it says industriousness. But the first line says, “There is no
substitute for work.” I believe that. That’s what we talk about all the time; it’s
about work. I think it’s interesting that he starts with that.
Two above that, if you want to look, it says “Conditioning.” You think, ‘Oh,
that’s about conditioning, that’s about training.’ But underneath that, it
starts off and it says, “Mental, moral, and physical.” We are talking about
everything here. So, in all those squares it’s really talking not about like
training and sets and all those things, it’s really talking about the soft skills
that make up just being a really good human being. Along the sides, there
are all those tiny little triangles. If you want see, I wrote it out. The building
blocks, we talked about those 15. A lot of them are just things that we talk
about for being a good person. He’s really talking about building a great
team; initiative, conditioning, team spirit, and confidence. At the very top,
he calls that competitive greatness. Along the bottom those are things
that are even more powerful, holding this pyramid together and those are

ambition, fight, faith, honesty, and you think about that.
This is just a little story. There’s a school, who will remain unnamed, but they
have some brilliant coaches that are really the best in the country. Three
years ago they were fourth. Year before last they were third and last year
they were second. They are building their way to a national championship.
They do this thing on their staff, and it’s just interesting to think about. They
have this little contest when they go to NCAAs and they look around the
room and they’re like, ‘Okay, Joe Schmo over coaching Yale: good coach,
good recruiter, or good person? And you can only be one, you can’t be all
three.’ It’s just like a contest. It’s not even anything I am talking about, but I
think about that a lot. I think about how the people that I admire are they
good recruiters or... because I want to be all three. I don’t know which one
I want to be more.
I think it’s interesting when I look at my favorite coaches and the ones I
learned the most from, I do think it’s just the people that are great people.
How do you coach from that place? So, I made up this pyramid. It’s a fake
pyramid, but it’s a real pyramid just for this talk. Along the bottom are the
things that I really want to focus on. This is the way that I look at coaching my team and everybody should, and it’s not like you need to take this
pyramid, make your own pyramid. Because I really believe it’s coaching from
your own strengths. But the very bottom there is ‘paying attention, being
yourself, and being honest.’ Those sound like, ‘Well, of course, duh.’ But, I
think that’s really important to talk about.
Then in my inverted triangle, I don’t want to have 15 because I can’t think
about that many things. But on top of that, then that’s where you really
build the trust and belief of your team and of the people that you’re coaching. If one of the first three things you do is a nice job of setting the groundwork, I think those things can happen. If I could have put one line in there
on top of trust and belief, and underneath the training and the hard work
and the ownership, I would have put a season plan, like organization and
planning. I really didn’t know how to do that on that pyramid, so you just
have to imagine it there. Then on the top, instead of competitive greatness,
I just have ‘faster, happier athletes.’
Here’s the first part of paying attention. This is from a movie by Greta
Gerwig, it’s called Lady Bird. It’s an excellent movie, it’s a little bit off the
beaten path. It’s about a girl in high school, and she’s trying to figure out
where she wants to go to college.
[Video Plays]
Carol Capitani: The coolest part about that is the ending line. The ending
line almost moves me to tears every time, “Don’t you think they are the same
thing, love and attention?” I think the most powerful thing about coaching
and about what we do, like I am not in love with every single athlete on my
team. But there’s things that I love about every single athlete and I think
that that’s really important as you start with a premise because if they’re on
our team and we’re not giving them attention, I really don’t see the point.
I work with about 25 athletes. Some coaches are able to do a little bit more.
It’s like I can talk about Eddie all day long because I have worked with him
for the last seven years and watched what he does. But everybody shows
their love for their athletes in a different way and mostly it’s by paying attention. You have a clear idea of what people are doing and how they are
feeling, and walking in and saying, ‘What’s going on?’ That’s the only way
to start. I think by capturing what that athlete does well and falling in love.
Maybe they are just super competitive and love that part, maybe they just
make your team better because of their disposition, maybe they like bring
a lightness about them, maybe they are just so goal-driven you are just like,
“Wow, I admire that so much.”
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But when you pay attention to those things that make a person who they
are, they feel it and that wakes them up. Then they are more alive and they
are more open to listening to what you are doing and then you can coach
them harder. Then they work harder and then it is like this secret spiel of
belief and you can call it love, you can call it whatever you want, but then
they grow into something more. We talk about it in a positive way. I don’t
want to talk about it in a negative way, but it’s true. Sometimes you can
lose faith in a kid or a kid makes you upset and you lose sight of the original
thing that you fell in love with in the first place. That’s a scary place to be. It’s
like when the kid is going, “Why are you always on me? Why are you always
getting on me?” You are like, “Dang, if I stop paying attention to you- then
we’re in trouble.” That’s not fun.
I think just remembering if you feel yourself going that way with an
athlete because they are disappointing or they make some bad decisions,
especially in age-group swimming or in college swimming, that’s super
important. Just remember to keep paying attention to things that make
that kid special. This generation, Gen Z, they have eight seconds. You have
eight seconds to get their attention; it’s not 12 anymore. Compared to
millennials, that’s like nothing. But what they crave is they want to feel
included- everybody does. I think that’s like that’s the place to start.
The second line is about being yourself, and again, I don’t think it’s a difficult
thing to talk about, but it’s a difficult thing to explain. We talked about these
kids and how they see through it. They are smart and they know what’s
going on. They are like, “Oh, didn’t you wear those same jeans yesterday,
Carol?” Talk about them paying attention, right? I can’t get away with
anything. I gave them a set that we gave them a year ago, you know? I got
caught; they said, “We did a set like this last year” I am like, “I make up every
set, I don’t go back to sets.” I am like, “What are you talking about?” They
remember and they think and they know what you’re doing. I think the
other most important part about that is that this is an emotional sport
and it takes a lot of energy. It’s not just about thinking, but it’s about being
present; it’s about being there.
If you are too busy trying to be someone else, or be like someone else or
faking it, you are not going to have the emotional reserves that you need
because you will run out. You will not be able to give it to your athlete. More
importantly, it’s not just about your team, you want to actually have friends
and a marriage and kids, and have enough energy to give to them. If you’re
trying to fake it by not being yourself, I think it’s a really scary place to be
in. But I am not saying that it’s easy because it’s not. To tell you the truth,
nobody is born with all this innate confidence and nobody is born just like,
“Oh, yeah, I can for sure be myself.” It was difficult for me.
I was coaching 12 years at the University of Georgia. For a long time I
worked with some fantastic people. Then I moved to Asia and I coached in
Asia for two years. Then I was fortunate enough to go back to Georgia and I
coached at Georgia for another two years. Even then, I was still getting some
confidence, but I wasn’t like, “Oh, dang, I am going to be the next head
coach of here, or this or that.” There was still a little part of me that thought,
“Oh, well, I am not as funny as this guy or I can’t handle a room like this
person or I might not be as spazzy as this coach over here with all this
energy.” But, I realized after a while that I could do it myself. I have to be my
own person and do it in my own way, and not try to copy someone else.
That doesn’t mean I am not trying to learn from every coach out there.
I try to steal stuff all the time, but I have to put it through my own filter. You
have to model that behavior for other people. You have to model it for your
athletes. They love when you screw up. Like Gen Z, those are kids we are
coaching right now. They are like middle school to 24 years old, something
like that. They do not believe in perfection. They love authenticity; they are
not looking for perfection anymore. I thought I had a bunch of perfectionists, like hard-driving type-A kids, but they like to see you screw up. They
think it’s normal, so they are more forgiving than you think.
This is another really good example, I think. Terry Stoddard, he’s the guy in
the yellow shirt in the back with the tie. He was my coach in high school.
A quick story about myself. I moved to Mission Viejo in 10th grade and I was

a little younger for my grade. I skipped fourth grade, so I was younger than
most of my peers. I wasn’t at Mission Viejo because like my parents were
like, “Oh, we’re going to put her on the best program with all these great
people.” I was on Mission Viejo because my mom fell in love. My mom fell
in love and she followed this diver out to Mission Viejo. My brother went
first for a year because I didn’t want to move yet. At that point I am like,
“Dang, I am not really being a great kid. I am not making great decisions and
I am hanging out with all these people that are older and making stupider
decisions than I was.”
I knew in my heart that maybe I didn’t need to be there, but I needed a fresh
start so I moved. It was awesome, but it was also a little weird because the
diver that my mom fell in love with was 16 years younger than her. He was
23 and my mom was 39. I am like, “Oh, whatever, it’s kind of cool. Everybody
thinks he’s my brother.” This story has a point, don’t worry. But everybody on
the outside was like, “Dang, we better watch out for the girl because she is a
mess.” The girl in the front with that crazy hair and the like buttoned-down
shirt? That’s me. I know, isn’t it great? I thought I was so cool.
That was our team trip and we are going to like Senior Nationals or something. I thought I looked good. I don’t know what I was thinking, but I looked
like I’d been shot out of a canon. Somebody sent me this picture exactly like
a year ago today and they are like, “Dang, Carol, you’re a mess.” I am like,
“Yeah, I know.” It just so happened to be Terry Stoddard’s birthday. So I sent
Terry this text and I am like, “Hey, Terry. Happy Birthday coach. P.S., you let
me travel with the team like this?” Because I am like, “What’s going on here?”
He wrote back this really nice note, “You’re awesome, you’re a great coach
and a better mom.” And then this is the best part, “P.S. your girls are so lucky.
It’s all because I let you travel with the team as you.” Look, I was mean to
Terry. I mean, my daughter is so mean to me right now; she’s 16, because
I know nothing and she knows everything, right?
But, we didn’t treat Terry great. Terry took over for Mark, who is in the
audience and Mark was the best coach on the planet. We brought 66 people
to Seniors that year, like I could have got lost in five seconds. I had people
like Terry, who weren’t going to draw their line in the sand about what I was
wearing to a meet. I don’t want to underestimate how important that is, it
brings the love and the attention and the ‘being yourself’ part all in one neat
package because he was smart enough to figure out what was the most
important thing about me and what were the great parts about me. He let
me be myself, as scary as that was. Then I’ve been blessed by people who
have let me be myself, like my AD right now.
They are like, “Oh, these are her strengths; sweet.” You have got to find the
people in your life that support your strengths and they let you be your
most authentic self. There’s nothing more fun than that. I do value Terry
because he couldn’t be Mark; he’s not Mark. He had to do it his own way. He
was modeling that behavior. I didn’t understand it at the time, and when
I am 48 years old now, I get it. I thought that was really powerful.
Here’s some of my favorite people. I think the coaches that I admire and
the coaches I think do things really well are the ones that value honesty
and they do a really nice job. Greg was talking this morning about just
having those honest conversations and I think that’s something that I try to be
better and better at every single year. All these coaches, they really do it in
their own way. Like Eddie just says it straight out. Sometimes he says stuff to
me and I am like, “Ouch, that hurt my feelings.” But he says it to me because
he cares about me. He always prefaces it with, “Oh, I have some tips later.”
But he prefaces it with like, “Carol, I am a little uncomfortable telling you
this, but this is what I see.” It means something, even if it’s uncomfortable.
Terri does it in her way. Greg and I talk about this all the time. We talk
about better ways to be honest with your athletes and I think it is a learned
skill. It is really powerful. Some tips for that: I think that being honest with
people, you can’t make it personal. You can say, ‘That was a crap swim, but
not you’re a crap person,’ right? It’s not personal. This is about just having
honest conversations without trampling on them and making them feel
terrible. I think being direct is hard, but it’s necessary. Again, we talked
about being authentic. Just like I said, the people that I appreciate in my
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life are the ones that have the guts to be honest with me. It is scary because
when I am talking with 17 to 23 year olds, they don’t want to hear the truth.
They want to be showered with love and positivity and told they are great
all the time, but they need you to be honest with them. They need you to
help them. They are like little puppies and they are getting on the bed and
you get them off the bed. They are just making all these dumb choices. You
have to be honest enough with them because then if you are honest with
them about the hard stuff and the bad stuff, they are going to listen to you.
Then when you really tell them something good, they are going to trust you
even more. That’s where you put the belief and trust on top of that. They
will get upset. You got to have a little bit thicker skin. I told a little bit of this
yesterday, but it’s still a great story.
I messed up 8,000 times in my coaching career, but I remember a really
good example where I learned more about timing than anything is with
Kara Lynn Joyce at Georgia. When Jack was there, she would lead the lanes
every single time, just do everything perfect, and work, work, work, work.
Then, if Jack ever went away for whatever reason and I was running the
team, sometimes she would just hangout or go second or go third and
go slower. One day I was really upset and she finished, and in front of the
whole team I said something like, “Oh, Kara, I see how this works. When Jack
is here, you work hard and when he’s gone, you just hangout.” I mean, she
didn’t talk to me for three months. I could have done that better.
We talked about it five years later. She said, “I was so angry with you” but she
knew I was right. I could have handled that situation better. Doing things in
the heat of the moment, just make sure that your timing is important and
things like whether you talk to the kid the next day, whether you text them
later, or whether you talk to them in your office. Sometimes doing stuff in
the heat of the battle isn’t great.
Talking about honesty, I just don’t want to talk about being honest like
with the hard things. I think just as scary sometimes, and I don’t take that
word lightly, but also having the conversations about how good you think
someone can be. That honesty goes both ways. Evie is a girl who I spoke to
and I think it was what helped lead to her success because clearly she did it.
She is an unbelievable girl, but nobody had really heard of her. She’s from
St. Louis. This fantastic girl comes in and I am not going to talk about her
times because they’re up there, but she’s a pretty good swimmer. I think
when she committed she was like a 4:42 500 freestyler. She worked really
hard and you could see these bright spots and I saw the progression of how
good she could be.
Last year, she was a sophomore. Her freshman year she has the highest
points score for all the freshmen, and it was almost like a picture perfect
season. There were no real bumps in the road; she was getting faster and
faster. I think what really led to her having a gigantic summer, she took like
nine seconds off in her 400 IM and four seconds off on her 200 IM, was just
having the belief that she could do it, as we had to talk about it all the time.
The first time I brought it up was after NCAAs and we’re talking about the
summer. I was like, “Hey, Evie, I really think you could make the team this
summer.” She’s like, “What team?” I am like, “I don’t know, probably World Us.
I am not sure we are ready to make that big of a jump to World Championships, but I think you can make World Us.” And she’s like, “You mean, I have
to be, like, top six?” I am like, “Yeah, probably.”
I mean, it was a hard conversation because when I first told her she didn’t
believe me. She had confidence, but she didn’t have that much confidence.
We had to talk about it over and over and over again. They are not going
to listen to you the first time you tell them. I think those conversations that
we had, the most difficult part wasn’t just telling her she’s going to be great,
it’s making sure that she understood that the work that we are going to be
doing led to her achieving those goals. I think even the hardest part is just
when you are talking about belief and expectations. The expectation was
that she believed she was good, but that she also just keep getting better.
There was not a lot of time to celebrate successes. We would be at a meet
and she’d drop from 4:47 to 4:45 in the 400 IM, and then I’d be like, “Yes.
Okay, but look, here’s where we can get better.”

One time she was like, “Wait, Carol. I just got two best times in one day.
Can we stop for one second and be happy and celebrate?” I think the
balance was just trying to celebrate her success and at the same time,
again, it’s timing and it’s about talking about something. Because then on
the other side of that, she had a great summer. She did make the National
team in two events. She’s never been on National team before. She makes
World University Games. We come around to her sophomore year and
things were a lot harder. She didn’t go a best time every single meet. She’s
an engineer; she was talking all these classes that just put her on her butt; it
was hard. It was a hard year. We had to still have those hard conversations.
The positive ones, like, “Evie, I still think you could have a great year, even
if you have a hard school year,” and talking about the failures. We talked
about, “You may have a year where you don’t get all best times,” And that’s
scary, but then it’s healthy.
Then, because we have those conversations, then we can build upon the
trust and belief. All inside of those three things, then we have the trust
and the belief. I think it’s the back and forth, too. Sometimes you tell a kid
something and then you don’t talk about it for a while, or maybe they don’t
do the things in practice that lead you to believe that they are going to be
as good as you first said. Well, you better make sure you circle back around
and keep having those talks because you cannot just put it out there once
and be like, “Oh, you can make this time or you can make NCAA or you can
win conference” and then all of a sudden you never mention it again. That’s
not fair. Just like telling them how to correct their stroke and then not going
back and then telling them that they did it right or wrong? They need that
feedback and they need that constant talking.
Then, just tips for transferring that belief. We talked about that earlier.
Just making sure you keep their strengths in mind, like we are keeping
our strengths in mind. The same way we build our programs around our
strengths, make sure you cover your blind spots, but you need to build
upon your strengths. This is a huge thing of getting their permission. I had
talked about this. One of our girls this summer, Madisyn, she had a great
200 breast. She won Nationals. She took two seconds off her time and did
a world-class swim. She didn’t do what she wanted in the IM and that’s her
baby. She loves the 400 IM and she loves the 200 IM. When she didn’t do
what she wanted, we had a little meeting and I went back to this permission
thing because I asked for her permission again. I said, “Okay, here’s where
maybe you could do better.” I let her cool down a little bit and we had this
honest talk, like, “Here’s where you can do better. Here’s the things we’re
going to tweak in our training.”
I thought we were working pretty great on backstroke, but looks like we
weren’t. Clearly the breaststroke work we did worked, but this didn’t work
and this didn’t seem to work. But I can’t own this. She took some ownership
of stuff. The part that I thought was most encouraging was when I said,
“Look, I need your permission to push you to let you fail.” Eddy has a great
line, ‘Does the swimmer make the set or does the set make the swimmer?’
Because sometimes you are talking about a set like, “Oh, we did 10 x 200s
and they did this, this, and this, and this.” Sometimes the swimmers make
the sets look really good. More often we need to make sure the sets are
making the swimmers good.
With your really hard workers and your really great athletes, the ones who
are super competitive, that can be a little confusing sometimes because
I think there are people on my team that make the sets look really good.
Madisyn will be the first one to admit it, she takes so much pride in her
work and she takes so much pride in doing well in practice, that when she
doesn’t do well she takes it very hard and she can be a bear; it is not any
fun. I said, “Look, I have got to have your permission to coach you to failure.
I have got to let you know, “Hey, I want to see how far you can make it and
you will fail on this set.” I don’t need you to throw in your stuff or act all
upset. Let’s just see how far we can go.’ Getting that permission, that’s a
reminder to myself. Most of this talk is just a reminder of what’s important.
That’s a crazy thing. It is just getting permission and making sure you do
that with all your athletes. “I need your permission to coach you. If I am
going to tell you to get better, you have to work with me. You have to talk to
me.” Permission goes both ways.
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Being really clear with not just the positive stuff, but the ways to make
them better, too. It is always easy just to cheer on the ones that are doing
really well, but holding people accountable? This is one thing I have really
focused on lately. If things need to be perfect for them to make NCAAs
or to make an Olympic team, and there’s no room for error and there’s no
plan B inside their goal, that’s going to be a big obstacle down the road
because there is no perfect season. There’s no perfect meet. Whether it’s their
championship meet or whether it’s any meet, there are going to be disappointments and just spelling that out. You don’t need to hone in on, “Oh,
there’s going to be some failure, you are going to get sick.”
But if their whole season depends on them not getting sick once or an
injury or something, I think it’s always good to talk about it. That goes back
to that being honest about the process. Just make sure you build in room
for those trips and the failures and stuff then they know they can do it. Then
they don’t get totally off track and sidelined when things don’t go according
to this perfect plan.
We talked about training and inserting that plan in the system. I don’t know
what Terry or Mark or my high school coaches did or even my college coach,
but now that I am a coach and I know what I know about season plans,
I know I have worked with the more intuitive group of coaching. They are
coaches who aren’t super focused on the yardage and the numbers and
they get really into sets and they get into the people. They imagine sets that
they think their best athletes can do and they build off of that.
If you are talking about coaching from your strengths, I do think that’s one
of my strengths, but I have had to work hard on the season planning type
of things. There are some unbelievable coaches who I have asked for help a
while ago when I first started running Texas. When I started it was like, ‘Wait.
I need to plan this out, I need to have a quad plan. I need to have a yearly
plan. I need to be a little bit more attentive to yardage because I am not just
going to wing it. I wasn’t winging it before, but I also didn’t have to make up
the whole program. I think working from your strengths and knowing what
kind of coach you are is key. Are you a planner? Are you an intuitive person?
You just have to have confidence in your own thing.
Along with that, it goes back to paying attention. There are times when
I have a great plan and I have a great workout and just having the
guts is the next step. Maybe that’s an easy thing to say, but just making
adjustments when necessary. They don’t always know what I write down
and I don’t give them the whole practice. Some days it’s like, “Hey, they’re
swimming really well, maybe I am going to do this again.” Or, “Maybe
I am going to add something at the end of practice to keep that going,” or
“Maybe I am going to throw in a get-out swim at the end of practice so the
people that are knocking it out can show off.” That’s the fun part. Maybe
they look terrible and I’ll think, “Oh, I am not going to get in this yardage or
I am not going to do exactly what I wanted to do.” I have to let that go too,
and make sure I make adjustments.
Sometimes in the middle of the week, there’s probably two or three times
a year, where they are hammered and they need a break. We will wait and
we will be like, “Oh, they’re dead.” We are not happy about it, I swear. They
are working so hard that we are like, “Oh, let’s text them at like nine o’clock
in the morning and be like, ‘Okay, happy afternoon off. We will see you tomorrow.” There’s no more joy than that to throw a surprise in. It’s not like
we are doing it for fun, but it’s realizing if this practice is going to make or
break their season, then we are not coaching very well. I just think making
adjustments along the way is really important.
I appreciate it. I am here to answer any questions that you have. Yes?
Male Speaker 3: You do a lot of team building and you take great care in how
you manage the psyches when it comes to your team. When you have hit
some rough spots and seeing them as a group rather than individuals, how
do you approach that in this quad?
Carol Capitani: I do think there is a constant reminder in me because I like
work. I like working, and I like to make the most of the time that we have.

I think that just building in time, whether it’s showing up early on deck,
whether we just talk a lot as a group, we do role-playing, or we just mess
around is important. Sometimes we have these circle talks where I am just
keeping the mood light. Sometimes they just want to talk. They just want
to be messing around. The men’s team plays six square. They get there early
and they are just hang out playing six square. The girls want to like sit on the
bleachers and just talk to each other.
Sometimes just playing games is good. We go around, “Hey, guys, what’s
the coolest thing you learned this week?” Or maybe we’ll go around the
circle and say, “Oh, what’s your biggest challenge this week?” We’ll start the
week off just to let them speak, like, “Okay, go around and say what your
biggest challenge is or tell us something that made you really proud.” We
do a lot of shout-outs to each other and I think it’s also important to make
them shout-out themselves, like in front of the whole group, which is just
teaching them about communication and positivity. Just making time for
it, having the guts to not care so much about all the training, and back up
a little bit. Thanks.
Yeah?
Male Speaker 4: When you talk about telling an athlete what they are
capable of, how do you balance that with them owning their own goals?
Carol Capitani: That’s a really good question. I think in the beginning, having
it be my goal versus their goal, I take it on as my responsibility. If you ask any
great athlete, they’re like, “Oh, wow, my coach believed in me more than
I believed in myself.” Maybe the first time you say it, it might seem like your
goal for them, it might seem like your goal. It is not about you and it’s not
about me, right? But the first time you say it, they are shocked. I remember so many instances with kids the first time I tell them stuff. I say, “Wow, I
really think you can do this.” Their first answer back to me is like, “Wait,
really?” Then I have this little seed of doubt, like, ‘Oh, maybe they can’t do it.
Oh-oh, I just spoke out of turn.`` But I think that’s the brave part about being
honest with them. Like, ‘Yeah, I see it. I see this in your capabilities.’
Sometimes they don’t buy into it; they are never believe it. That’s just like
what we are trying to teach is confidence. Then the trick is like, what sets can
you do in practice to help them believe that they actually can do it? Then it’s
by design. “Okay, you really want to break 4:40 in the IM? You can’t lay on the
weeds on your backstroke. Here’s how we are going to address this.” Then
all your mini goals to that lead to the end goal and then that’s how they take
ownership in it. All the little mini steps along the way add up. Thank you.
Yeah.
Male Speaker 5: You made mention of the point of vulnerability and one
thing that I’ve experienced with especially with younger females is that
they’re just scared and nervous to be vulnerable. There’s this mindset that
they have to tough it out more, that they have to be the best that there is.
There is this unwillingness to open up. I am sure you must deal with that
with some of the girls that you coach. How do you approach that dilemma?
Carol Capitani: He was asking about vulnerability and all the people that are
at first unwilling to be vulnerable and nervous to be vulnerable. That’s just
something we hammer all the time. People don’t just come in all ready to
share and be open. Just building that relationship is vital and that’s about
building that trust. I think if they see that you are being vulnerable then
they can connect better. Sometimes it scares me just because I want to act
like I have got everything under control, but I know sometimes I don’t feel
like it either. But just speaking about that nervousness out loud, and then
just giving them permission and even just talking about it like, “Guys, this
isn’t going to go perfect. That’s okay.”
It is a breakthrough when a kid comes up and they’ll be like, “I am really
nervous or I am really scared about this or I am panicking.” I think just giving
them a lot of credit is good and tell them, “Hey, I am proud of you. Thanks for
opening up. Let me see if I can get you help.” Those kind of things are key. It’s
just a work in progress. I wish there was an easier answer.
Thank you very much. [Applause] n
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T h o u g ht f or the Day
“Skill Police”– Another Brilliant Idea from Coach Bill Sweetenham.
By John Leonard
Sparing everyone the details of a long email exchange, Bill and I
discussed the issues with “learning today” among our teenage swimmers. Bill
had a brilliant suggestion, as follows:

“Once a week, appoint a peer leader to be the “Skill Police”
and conduct a session of the skill learning coming from the coach
the prior week. Discuss skill delivery with their peers, have the
person designated observe from the deck 3-5 times for a few
minutes each day and then immediately discuss what they
observe with their peers at the end of the set. No input from the
coaches. Rotate the individuals designated as Skill Police every
week until everyone has their turn. ”
Bill (and I) see several huge advantages from this:
1. Leadership training for each and every athlete.
2. A great TEAM GOAL of being the most highly skilled group at any practice
or competition.
3. A “different voice” speaking to the group all the time.
		 I also note that one of Coach Eddie Reese’s great traits is his willingness
and ability to inspire his athletes to “coach each other” all the time. All his
teams have been noted for that Team Work.
Thank you Bill (And Eddie.) JL
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Why a Coach Should Own Their Own Club
Bill Schalz
Bill Schalz: If you ever want to know what it’s like to be a salmon swimming
upstream, sit in the back of the room when Gregg Troy is talking. Then,
when he gets done and it’s your turn to talk he’ll walk up that center aisle
while everybody is rushing out. You guys are the hardcore ones. Hopefully
the capitalists, and this is a really important topic to me because if I had not
started my own club, I would not be coaching anymore. I’d grown to really
hate the sport because of dealing with some of the stuff I had to deal with
and I’ll get into that.
I want to give you a brief bio about myself. I started swimming when I was
13, and the only reason I got into swimming is because my sister shamed
me, and every day she got up in the morning and said, “Come on, come
to practice. You’re not tough enough.” I started going to swim practice
and started liking it. I swam at an NAIA school, Loras College; go Duhawks.
And my first coaching job was at a high school while I was in college. I just
happened to be in my college coach’s office and the local high school team
that trained at our college was looking for a coach, someone to help out
their faculty advisor. I got into it and really enjoyed coaching. Then, I went
back after college to my hometown and started coaching the YMCA team.
Then, in 1984, eight years later, I started the Bullets. The reason I bring this
up is, I really don’t have a swimming pedigree to speak of. I never swam
for a famous coach. I had some great role models in coaching and my high
school coach. I’m still close to him today and his wife; they’re literally my
second parents. The point of that is, is you don’t need a special background
to own your own club. There are definitely some things that you need, and
there’s a process I want to go through today on what that would look like.
But, you don’t have to have a special background to own your own club.
As I said at the top, I’m really passionate about coach ownership. I had
a really tumultuous eight years at the Aurora Y when I was coaching.
I probably wasn’t the greatest employee on the planet because I was young
and I was brash, but I had a way that I knew that I wanted to do things. I was
often handcuffed in my ability to do those things. One of the things that
I have learned over my years is that good coaches are getting fired every
single year because of a Board of Directors with an over-exaggerated sense
of self-importance. I literally got a text right before this before this talk from
a coach who was told by his parent board and the President who said, “You
know, you make enough money for what you do.” I just replied back to him,
“You know, why don’t you tell that President to go hang out with that Coach
for a week and see if he can keep up?”
I know this isn’t universal, but we see coaches all the time getting fired, and
more times than not they’re getting fired for something that has absolutely
nothing to do with why they were hired. Why do you hire a swim coach? You
hire somebody that’s going to be a good role model for your children. You
hire somebody that’s going to make your team better, make your swimmers
faster. Going to show up every day, he’s going to be reliable. That’s what
you hire a coach for. I have a buddy, he actually works for me. He’s been
fired twice. I love coaching with this guy; and I have multiple sites, so I don’t
actually even see him all the time anymore even though he’s at one of our
sites.
But when he and I used to coach together years ago, this guy would write
some amazing sets. I mean he was super creative with it. He had a photographic memory. I love standing next to him, “Hey, what’s the 11-12 girls
100 butterfly state cut?” He’d shoot it out and he knew it. The kids loved him.
Parents largely loved him, but he had a fatal flaw. He was extremely disorganized. He was an administrative nightmare and he coaches for me now.
We knew that when we hired him. We knew that if I open up the trunk of his
car, I’m going to see paperwork all over the place. He’s just not organized.

I didn’t hire him to do paperwork. I hired him because I want a really effective coach at that location.
I have another buddy, 30 years coaching the same club, and he had the
same President for 20-plus years. This is Jersey area, so there’s probably
some Godfather mixed into this. But, here’s a guy that’s had the same
President for 20 years. This President leaves, they get a new board,
and two years later the board says, “We’re going to go in a different
direction.”Now, he had some administrative issues, too. I think he still has a flip
phone, but not super organized. But here’s a guy in an overly crowded pool,
who had swimmers going to Nationals. They were top of the top, this is a
nationally recognized club. They fired the coach because they wanted to go
in a different direction. Apparently slower swimming is the direction that
they wanted to go into.
I had a very similar situation myself. These are the issues that we deal with.
Owning your own team is going to give you control over your financial
stability. Like I said earlier, I wasn’t a great employee. I don’t want a job.
I didn’t like having a job. I didn’t like having people tell me what to do,
especially people who don’t know anything about swimming. We were
doing a college recruiting talk once and I had a swimmer. I asked him, ‘What
do you want to do?’ And he goes, “I want to be an architect.” I’m like, “Oh,
cool.”
Then I said, “When you’re an architect, then what?” He goes, “Well, I’m
going to get a job.” And I’m like, “What’s your ultimate goal?” He goes, “Man,
I want to get a job.” I’m like, “Why do you want to get a job?” I said, “Shouldn’t
your ultimate goal be to learn this craft? Be an architect for years and design
elevator shafts, whatever you’re going to design, and then go off on your
own and ultimately be your own boss?” And he asked me, “Isn’t that risky?”
And I said, “Yeah, if you’re an idiot.” I said, “But what’s riskier?” doing a good
job with your company. You’re doing a good job being a coach or an
architect, largely speaking, you’ve got control.
I have a buddy who owns an ice-cream shop. Three months after he opened
the ice-cream shop and everything’s going well. The Illinois Department
of Transportation shuts down his road, no traffic in or out, and he has not
traffic for three months. Sales plummet. Now, he’s struggling. I think he’s
going to get it back, but even though he’s doing a good job with his
business, there are outside factors for sure. When you work for somebody
else, you have to rely on other people to do their jobs, too, and I think that’s
the challenge. Quite frankly, I literally just got sick and tired of people who
didn’t know anything about swimming trying to tell me how to do my job.
Here’s my parent experience at working for a parent organization.
I was hired as an age-group coach in 1985 at the Aurora YMCA. I’m going
to disparage this YMCA and I’m going to disparage the swim team, but the
YMCA closed 15 years ago, so I don’t care. The Head Coach who hired me
was a friend of mine. We actually weren’t friends when we hired me, we
became friends, and we’re still friends to this day. He wanted to get out of
club coaching; he had a lot going on. He hired me for a year. He had a great
job, and he really did a great job in mentoring, not only on the swimming
side but also on working with parents and things like that. At the end of this
talk, you’re going to think it didn’t take, but it did.
I became the Head Coach in 1986 at the Aurora Y, and I coached that Y swim
team for eight years. During the eight years I was there, I had seven different
Aquatic Directors. The first two Aquatic Directors were awesome; they were
great, a woman and a male. The next five Aquatic Directors got progressively worse to the point where the last three bosses at the Y were Aquatic
Directors and their only experience in aquatics was being a lifeguard.
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They were literally hiring their lifeguards to be Aquatic Directors. Another
challenge that I had at the Y was that I has two bosses. I have the YMCA
Aquatic Director and eventually I started reporting directly to the Executive
Director. Then I had the parent board. And the problem is they don’t talk to
each other regularly.
My last several Aquatic Directors didn’t even go to the board meetings
anymore. I’m going, ‘My Aquatic Director in my YMCA is telling me to do one
thing, and then the Parent Board is telling me to do something different.’ It
wasn’t universally true, but one of the problems is they did have different
goals. YMCA, they want a coach who’s going to have integrity, who’s going
to grow the program, given the people what they want, and be revenue
positive. The parents, they want their kids to swim fast. They don’t care if
this is a positive or negative impact on the Y financially unless that comes
back to impact them. So, their wants and needs were inherently different.
The problem is that with a parent board, as I’ll talk a little bit later, the parent
board goals often change from year-to-year based on who’s on the board.
I would go and come out of a board meeting, and now I got to go talk to
my Aquatic Director saying, “Okay, you’re telling me this and they’re telling
me that.” Then the Aquatic Director goes and talks to the President. Now I’m
stuck in the middle between two bosses. In my sixth year coaching at the
Y, the Board of Directors got together. The President of the Board, which
was one of my strongest advocates at the time, and this is rare for the swim
community, but she’s actually one of our children’s godmothers. This
woman was a staunch supporter of ours; a great woman.
She goes out to the East Coast to bury her mother. While she’s out there,
the Board meets with the YMCA and they conspire to fire me. Everything
they did was based on lies. When our President came back, we were able
to prove that these things were lies. The Aquatic Director ended up getting
fired over this, but it created a real mess. Again, quality of swimming was
not a factor at all in this. I just want to give you a little taste what the YMCA
was like when I got there. We were a top 10 YMCA team. Not very special,
and remember YMCA swimming was a subset of the LSC. We were definitely
not a top team in Illinois swimming, or not a top 10 team, I doubt we were
even a top 20 team.
We had one to two swimmers at Y-Nats, but nobody was making finials.
We had no swimmers at the USA Swimming Speedo Juniors or USA US
Nationals. ‘92, six years later, we’re a top three team of the Y’s in Illinois, the
top two teams were also two of the top three teams within the LSC. We were
typically third, and we were probably a fifth to eighth place team within the
LSC. We would take 10 to 15 swimmers. I think my last year at the Y, we took
17 swimmers to Y Nationals. We had multiple finalists, and we were scoring
in the top 10 at Y Nationals. We had swimmers qualifying for Juniors and we
had grown the team by 25%. Our lanes were pretty full.
These were all the things that we had done, and my wife was my Head Age
Group coach and did a phenomenal job bringing those age-groupers up
so that I could be the guy to take them to the Nationals and get all the
credit. This is what we were doing, but it wasn’t apparently what the board
wanted. So, I got into a situation where I met with the Executive Director,
we forced him to hire me back. He left the boardroom, I wasn’t even in the
board meeting but then the President announced that I was resigning.
I thought it was important that he endorse me as their Head Coach and
then I quit. The team revolted, it was really interesting. I didn’t expect this.
People asked me, ‘What are you going to do now?’ I’m like, “I don’t know,
play golf, I guess.” But, I didn’t have plan.
The parents revolted. They had a grassroots parent had a meeting. They
asked me to come, I wasn’t going to go. But I ended up going. It was really emotional for me and my wife because the parents were up there, and
we had parents up there crying saying, “What are you doing to our team?
Bill and Robin are the best thing that’s ever happened to this team and

you guys are trying to run them out. You guys can leave.” Basically, told the
parent board that if they didn’t like it, to go someplace else.
I got a lot of control out of that, and so we renegotiated. It was a CEO life
situation. I had control of the wet side of the team, which meant I would put
together a broad-strokes plan of what we were going to be doing. It was
very vague. But it was pointed in a vision of what we wanted to do, short on
detail, but tall on grandeur, if you will. The Board of Directors had to vote on
that. And one of the board of members said, “Well, what if we don’t like what
you’re proposing?” I replied to him and I said, “Dave, if I want to go that way
and the team wants to go that way, why in god’s name do you want me as
your Head Coach?” The next two years I was with the team. They voted on
it, no problems. I was also ex officio member of the nominating committee
and the budget committee.
One of the important things, just as an aside here, if you’re coaching a
team and you ain’t on the board meetings and you’re going to the budget
meetings, bring your own budget to the first budget meeting. Make sure
that’s the working budget moving forward. You’re going to get a lot more
of you want and need, and it’s going to be directed towards your vision.
Problem was I still worked for a board, and I still wasn’t happy. I still had a lot
of the same problems. One of the things that I saw over the next two years,
there were a lot of similar patterns that emerged and that led to them to
trying to oust me the first time. So, I ended up resigning. I started the Bullets
in 1994.
After eight years of working for a parent board, I was ready to leave the
sport. I loved coaching swimming, I loved coaching the kids. I just hated
the job. Had I not started the Academy Bullets, I can promise you right now
I wouldn’t be standing here today. There’s no way I’d still be coaching. If
I’d had stuck around two or three more years after I did, there’s no way I
would’ve stuck around. The last 25 years have been the happiest and most
profitable or most rewarding 25 years of my coaching career. But it’s all because we own our team, my wife and I.
It was extraordinarily valuable having my wife with me because I’m not the
most organized guy in the world either, but my wife is. She’s an awesome
Age Group coach and being able to do that together made it all easier to
do. It was a great project for us both. Some of the issues that I have seen,
and not only with this YMCA team back then, but also with teams that
I have worked with that I have been really involved within Illinois swimming.
Every now and then our general chair will say, “Hey, can you come and talk
to this parents’ board and talk to them a little bit and see if we can get this
team on track?”
One of the biggest problems I see in parent-run boards is they do not have
a long-term vision. The reason for that is because there’s a lot of turnover
on these boards. The shift of the focus tends to shift from board to board
based on who is on the board. If you have a ton of 10-and-under parents on your board, they don’t understand why you’re investing in Senior
swimming so heavily. And if you have a ton of Senior parents on your board
they don’t understand why you’re not investing in Senior swimming more
heavily, “Why are we flying our coach to Nationals for one kid? Why are we
doing these kinds of things?” Those are some of the issues that you face
with a parent board.
Parents on the board with an axe to grind. It’s inevitable that you’re going
to have that situation. I don’t probably don’t have to expand on that. Board
members looking out for their child or for their group, not for the team.
When the parents on the board, may be thinking mostly big picture, but at
the end of the day when they’re starting to vote on things, “My daughter
is an 11-year-old girl, why do I care about this?” or, “Gee, I don’t think this is
good for our group that this coach is going to leave my daughter’s group.
My daughter loves this coach and now go to another coach?”
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This isn’t strictly limited to parent boards, we’ve seen this on virtually every
board. If you’ve ever sat on a USA Swimming board meeting you see little
fiefdoms and stuff. Too much parent drama on a parent-run team. When you
have a parent board, and especially if you don’t have a super strong parent
board, parents go and they’ll complain to the board members. They don’t
come and complain to the coaches, “I own my team. If you have a complaint
you come see me.” Because there’s nobody else to complain to, there’s no
parent board to complain to, there’s not a lot of options. We had a mom who
called me up and wanted to join our swim team, and she was the President
of their club. I was a little bit leery about that.
I said, “You know, if you’re looking to be a President, that’s my job and I don’t
need another President.” She’s like, “Bill, I am so tired of being President,
I will run concessions for you, I will be a timer for you, whatever you need I’ll
do. But I don’t want to run a swim team. I’m so sick and tired of every single
swim meet where I have got a parade of people in front of me and I cannot
watch my daughter swim because everybody’s complaining to me.” That’s
exactly what we’re talking about here. Parents complain and it feels like
they have to go to the board and lodge complaints. For me it’s like, ‘If you
don’t come and talk to me and you go to other parents, it’s not a problem
to me. If you have a complaint as a parent, I want our parents to come talk
to me, I want to deal with mole hills, I don’t want to deal with mountains.”
If I can have somebody come up to me with a problem early on, good. What
I tell our parents is, “If you have a question or a concern, come to me, please.
You may not like the answer I give you, but I promise you I have going to
give the exact same answer to the exact same parent with the exact same
problem.” Now, most people don’t have exact same problems, but if in
similar situations people are going to get the same answers, and we work
really hard to be fair like that. Therefore, I’m sure they talk around a little bit
and talk to each other. But at the end of the day, you can’t go to a parent
board to try to try to solve a problem.
Mike Koleber talked the other day, from Nitro Swimming, about the same
thing. We have had a couple of conversations this week, and he says the
same thing with him. They just don’t have a ton of drama. Now, is a coachowned team for everyone? If you were here for Gregg Troy the answer, then
you know, no, it’s not for everyone. I’m sitting in the back of the room and
Gregg Troy goes, “You know, the coach-owned teams? I’m not sure they are
the best thing.” I’m thinking, “Oh, you’re killing me, Gregg.” But, he made a
really valid point. I don’t totally agree with his point, but the first part of
his point I totally agree. There is a difference between an employer and
employee.
If you’re an employer, you have to control every aspect of your business,
so it is a full-time job. I have two full-time jobs, I’m a swim coach and I’m a
business owner, I’m an entrepreneur. So, running a business is a full-time
job. I’m responsible for my employees. I got to make sure that on the first
of the month, when we do payroll, I got enough money to cover payroll.
I have a $50,000 payroll, plus $10,000 in payroll taxes, plus $4,000-ish in
healthcare, and a couple of grand in retirement benefits and things like that.
I need about $70,000 in my checking account in order to make payroll on
the first of the month, and that’s on me. It is more work than I ever imagined.
I was talking to a coach when I first started my team about nine months in,
and the coach asked me a question. We were both Y coaches and he was
really successful. He asked me, “How do you like owning your own club?”
I said, “It’s more work than I ever imagined, but I haven’t had a parent board
meeting in nine months.” He’s like, “Oh my God, life’s little pleasures.” We just
don’t deal with that kind of stuff. Or you’re an employee and you just want
to coach. When I say you just want to coach, I don’t mean that disparaging
in any way, shape, or form. I have a passion for coaching; I have a passion for
running a business. I love to have that freedom. I’m the kind of guy I want
to do what I want to do, when I want to do it, and how I want to do it, and I
don’t want people telling me how to do it.

If I make a mistake, it’s on me. I do make mistakes, and that happens. But I
don’t like being micromanaged, and I don’t like people telling me what to
do. There are coaches that want to come in, they want to run their practices,
run their teams, write their workouts and do all of that stuff, more power
to you. That’s awesome. If that’s what you want, then don’t go start your
own team because it’s a lot of work. Let me give you a couple of things,
I’m going to come off the rails a little bit and just talk about some things
that every employee-coach should be doing. Gregg Troy touched base on
this, I almost pulled the slide. This is also stuff that I have to do as a coachowner. Number one, you need to create a vision of where you want to take
the team.
As a Head Coach, this is something you absolutely should be doing. You
have to create the vision of where you want to see the team going. You have
to set clear and concise goals of where that vision is and what it’s going to
take to achieve that vision. Then you have to sell your board on the vision.
Gregg talked about this, and he’s absolutely right. If your board is not onboard with your vision, then you’re going to struggle. If you want to go that
way, and the parent board wants to go that way, you’re in for a hard time
and it’s going to be very difficult.
But if you get the board to buy into the vision and every single board meeting you go to, every time they’re talking about changing a rule of the team
or voting on something as they feel they need to, make sure that whatever
they’re voting on is moving the team closer to that vision that everybody
agrees on. Another thing you need to do is keep your resume current. Now,
I have owned my own club for 25 years. I have not had a job interview in
30 years, and I have a resume that’s largely current. I’ll probably update a
couple of things, “Hey, talked at the 2018 World Clinic.” I think it’s important
to keep your resume current and that way it’s accurate because you never
know. Keep an eye on job opportunities.
When you’re looking at job opportunities anywhere in the country, you
might find out that maybe, ‘Hey, there’s this, job over here and they’re
paying 20% more than I am. Maybe this is something I should be taking to
my board.’ But when a coach has been coaching a team for 30 years, or another buddy of mine has been coaching, he’s been fired twice. Believe me,
they were both caught flatfooted when it happened. There wasn’t a plan
B at the time. When you’ve been in a club for 30 years, trust me, you don’t
have a plan B. You have a plan for 31 or for 32. I think it’s important if you get
fired from a job, you got to figure out you may have one more paycheck left,
and then you’re going into your reserve.
It’s important that you keep an eye on job opportunities just so that you can
be ready to go and know what’s going on. It gives you a better and healthier
feel for the market. There were some key warning signs that I missed in the
lead up to the board trying to fire me. One of them is a combative board.
Every single thing was a fight, “I think we should do a blue team suit this
year.” ‘No, we’re doing green.’ “I think we should start senior practices at 7:00
o’clock instead of 7:30 so they can get out early.” ‘No, we’re going to start at
8:00.’ Everything was a fight. Surveys; team has never done a survey before
and all of a sudden now they want to survey the organization. All the survey
questions have some sort of a bend on them to get the person to answer a
certain way.
A parent board did this. My wife and I literally filled out the survey and we
were laughing, we thought it was a big joke. Name some things you hate
about the coach. ‘The coach is a jerk,’ and all this stuff. Obviously, we didn’t
send it in. But every question led the respondent to answer negatively about
the coaching staff. When they came time to fire me, they have all these
responses. Of course, the board made sure every one of them responded, so
at least got nine or 10 responses. I work at a Catholic high school and I coach
the all-girls school, and I coach the swim team there. I have a really good
relationship with our athletic director. She’s the only athletic director the school
has ever had for probably close to 35-40 years; really hardworking woman.
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We were talking one day about how the administration was literally putting
pressure on her to fire a couple of the other Head Coaches in their sport.
They were getting some negative feedback. The athletic director really
pushed back hard, and she said no, she wouldn’t fire them. The following
fall they had all the fall athletes at the end of the season come in and do
a survey. I told our athletic director, I go, “Somebody’s getting fired, and
they’re going to use these surveys.” “No, I don’t think so.” Trust me, they fired
two coaches that year. Fortunately, I wasn’t one of them. That’s a a sign that
there’s trouble brewing.
Are they giving you impossible tasks? They may say, “Hey, you know what,
we need you to cover this workout. It’s at another pool 20 minutes away.”
Even though the workouts are 10 minutes apart because you got to finish
your workout and then get over here, and there’s no way to do it. Next thing
you know, you’re getting a job review saying, “Hey, you’re late for your job,
you’re leaving your job early.” Little things like that that are little things that
they can do to get to you. Is the board having secret meetings with your
staff? Are they meeting with your staff behind your back? Are they having
secret meetings, period?
Towards the end of my career at the Aurora Y, I walked into a 7:00 o’clock
board meeting at ten to 7:00. I walk in, the board is fully assembled, and
they’re meeting. And as soon as I walk in, they stop talking; does not take
a rocket scientist to know who they were talking about. Like I said, as a
CEO business-owner, you are responsible for your employees, for your
clients that are not your swimmers or your parents, the financial health of the
company, and making the company profitable. Because at the end of the
year, if you have a million-dollar company and you have a million dollars
and one in expenses that means you didn’t get paid that year and you
lost a dollar. The company needs to be profitable. If it’s not profitable, it’s a
hobby and your spouse better have a really kickass job because hobbies as
expensive.
It is important that you run the business intelligently and then you can
make it profitable. As the Head Coach of the team I have different goals.
My goal is to provide a service that drives the business, so it’s slightly
different. Whereas, like a CEO and an owner, I’m responsible for my employees, I’m still responsible to the clients. But as the coach I need to create a
service that people want, be able to articulate that service to my clientswhich are my parents- but they’re not my bosses. The difference of having
your parents to be your customers and not your bosses is that when they’re
your customers it is, ‘This is what we’re doing. This is our product. This
swim team is our product. We’re going to train IM; we’re going train swim
freestyle,’ whatever we’re going to do.
This is our product, this is way we’re going to do it, and if that’s what you
want, come to us. But they’re not my bosses. They don’t get to come to the
team under what we just described and then say, “Well, we think you should
do things differently.” You don’t get to come to my team and say, “You know
what, I have an eight-year-old that I really need to practice with his or her
high school sibling because that’s convenient for me today.” We don’t do
those things. We have a product, we offer it a certain way, and we do everything we can to encourage the people to come. Swimming fast at meets
really helps, but that’s just part of it.
There are six things that I just kind of jotted down. There might be a hundred must-haves, but I think these are some things. And some of these
things, probably do apply whether or not you own your club. The first thing
is ‘begin with the end in mind.’ This comes from Stephen Covey who wrote
the book, The 7 Habits of Highly Effective People. And lot of people go into
things and they don’t have a clear picture of where they’re going. If you’ve
ever had a goal talk with an athlete and they have some vague goals, it’s no
wonder why they’re not achieving their objectives because they can’t even
articulate them. What are your personal goals in life? What is your mission
for your business and your team?

Have that in mind clearly, and this is just what we talked about a minute
ago. Then make sure that your goals work towards that. You must love what
you’re doing. As Confucius says, “Choose a job that you will love and you
will never have to work a day in your life.” I changed the word ‘job’ to ‘career.’
Like Gregg said earlier, don’t always want to get up at 4:00 o’clock in the
morning and go to practice. But, I know that when I do that, and we do all
this hard work and we make these sacrifices, there’s going to be some great
results at the end. I get to watch smiling kids achieve their goals and do
things they’ve never thought they’ve done in their life. Love what you’re
doing, and I’m passionate about being a swim coach. I’m passionate and I love
being a business owner, so it helps.
Got to have a great product; we talked about this a couple of slides ago.
Fulfill the needs of the community. I don’t think any community feels like,
“Oh my god, I got to have a great swim team.” But, parents want programs
that their kids can find success, that will challenge them, teach them
some discipline and other values. That’s what we offer. Maybe even a college scholarship along the way. I think it’s important to note that owning
your club will not make you a better coach. Certainly, when I left the Y and
started the Bullets, the first year we had the Bullets we were a top 10 team
in our age-group state meet. I think our worst finish in the last 15 years
was second place at our age-group state meet. We have had swimmers
go to Olympic trials; we’ve had a couple of Olympians, foreign Olympians
and stuff.
We have done a lot of things that I don’t think we ever would’ve done at
the Y, but it’s not because I’m a better coach now than I was before. I’m actually able to do the things that I want to do. We’re certainly in a little bit
better location than the old location, and so a little bit easier for people
from other cities to come get to us. But owning the club, I can’t tell you how
many families came to our club just for no other reason than to get away
from the drama from their other club and they didn’t want to be around a
parent board. My wife and I can tell you, we had no idea if this was going to
work. We didn’t get paid the first summer. We had to just see how it goes.
We started with 60 kids, and we had to see how it went. And it went really
well.
A lot of that is because parents knew that they were going to come in,
they didn’t have to run the team; they certainly do a lot of volunteer work
and things like that. But it wasn’t me being a coach-owner that made me a
better coach, but it was the fact that I was able to take off some of the
restrictions that helped. Very important you hire great people and have
great people around you. There are two parts to this, one is all of my
coaches are people that that are great role models; they’re great coaches.
The role models, I think, is more important than the coaching part. They are
people that I trust to do things and I know they can handle the jobs that
they were hired to do.
It is very important that when you are hiring somebody to do a job- create
the job first, and then hire the person. Too often we are like, “Ah, we need
somebody else. We need to get somebody else on this program.” We go out
and find somebody that we like or somebody that is cool or whatever, and
we think we’re going to work with. But we didn’t quite define the job, only
to find out that that’s not this person’s wheelhouse. If you want to avoid
some chaos, create the job first then hire the person. Controlling water is
very important. If you own your own pool and want to build your own pool
and those kinds of things, that’s great. It’s expensive, but that’s the way you
control the water. Renting a pool is not necessarily controlling the pool.
We rent everything. I don’t own a single facility. I am working on building
a teaching facility right now. It’s probably about a year out, but we rent all
of our pools. We rent from different groups, and I’ll get a little bit more into
that later. Build strong relationships. We’ve had some issues, and I’m going
to go back to the renting for a second. We had one facility, we were a part
of facility. We were in for 10 years. We helped them pass the referendum to
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build the facility. I had great relationships with the head of the Park District.
Well, over those 10 years all those guys resigned or all those guys retired.
Now they have a whole new group of people in there. We lost some of those
relationships. And the next thing you know, they look at us and say, “Wow,
look at all the swimmers they have. What if we started our own team? Man,
we could recreate that and we get to keep the money.” We got kicked out of
the facility, and I had to go find another pool, and we lost some lane space.
It was a real challenge, and it was all because I just failed to keep those
relationships up. I think if we’d have kept those relationships, we would’ve
been in better shape on that. You are going to start a business, you need
to incorporate multiple different ways in which you can incorporate a
business,.501(c)(3) is a not-for-profit, LLC, S Corp - a lot of stuff.
I started as an S Corp, and I don’t know what that means. Then, I switched
to an LLC, I know a little about more what that means. You are going to
want an attorney. My attorney said, “You want to setup an LLC. The reason
you want to be LLC is because it gives you greater liability protections.
” The business laws in every state are different. Illinois tend to be a little less
business-owner friendly than other states. It is really important that you
meet with a lawyer and find out what’s the best scenario for your state because it is literally different every state. If you got a buddy who is a lawyer in
Ohio and you live in Illinois, it is different.
My cousin is a great lawyer, but if he told me what to do- I’m calling a buddy
of mine. I’m going to call my lawyer in Illinois and find out if that’s legit.
You want to get a lawyer. Your lawyer can advise you on how to set up the
business, like we were just talking about. There’s a myriad of business laws
that you’re probably not aware of. You may have employee contracts. An
employee contract can as simple as, ‘this is an at-will employee,’ and it’s one
page, that’s what mine are. My longest employee agreement or contract is
two pages long. Yeah, you’re going to have an employee manual. You want
to make sure your lawyer has it so that you don’t put in something in your
employee manual that you’re not allowed to put in or that is illegal.
Registration materials, we have hold harmless agreements and things like
that. It’s important that your lawyer reads those to make them as effective
as possible, but also make sure they’re legal. Because you could put one
word in there wrong, a comma in there wrong and it could change the
whole meaning. Review your rental contracts. I don’t sign anything without
my attorney reading it first. In fact, I have had a couple of agreements that
we looked at. Typically, I can look at a contract and say, ‘This doesn’t look
right,’ and I go to my attorney. But, we have had a couple of contracts that
we didn’t sign or waited till they modified them.
Hiring an accountant is really important. Payroll, payroll tax, there’s a lot of
laws in that. If you try to do the whole thing yourself - first two years I was
doing my own payroll and payroll taxes. I accumulated over $2,000 in fines
for taxes, and most of it wasn’t because I turned the money in late, it was
because I turned the paperwork in late. As our payroll grew, we would be
put into different brackets that I wasn’t aware of and so we ended up having
some problems. If you’re going to build a pool or build a facility, it’s really
important because you are going to have to have some financial docs. You
are probably going to have a business plan and things like that, and you’re
going to need your accountant and probably your lawyer to look those over
because you are going to have to create some pro formas and things like
that. I’m not going to get into all that right now.
I have three insurance agents. I have one for liability, I have one insurance
agent for our healthcare plan for my employees, and I have a third for our
workman’s compensation plan. I wish one of those insurance agents would
do all three, but they don’t. It’s all good, I’m actually friends with all of them,
so it’s fine. But these are the kinds of things when you’re running a business
that you have to be aware of. You need to acquire a pool. When I started the
Bullets it literally cost me, I want to say, $300 to start the team. I think the

LSC fee was $200. We were a brand-new team, and so our first registration
was swimmers that had come from other teams coming in. Because they
were all unattached, they couldn’t be registered as a team.
To start a team, you have to have a certified coach and an attached
swimmer. My two-year-old daughter became the first member of the
Academy Bullets swim club because even her older brother was transferring
from another team; we didn’t have a swimmer. But it literally cost me about
$300 to start a team. It is pretty inexpensive to do that. Typically, when
you’re looking at pools in high schools, colleges, health clubs, YMCA or Park
District, I have done them all, they’re all different. They are all unique in their
own different ways. One of the challenges though when you’re renting a
pool is that virtually nobody, a school district, a Park District, is going to give
you a long-term contract.
They’re not going to give you a five-year contract with a renewable
five-year lease, that’s not going to happen. I have one high school district.
They will only give us a three-month contract. There are times when we’re in
November and we have to get this contract done before January 1, and we
have to get it done before Thanksgiving because after Thanksgiving these
people go off into Christmastime-land and they’re hard to get a hold of. We
could literally lose our pool time if we don’t have it done, but they won’t
start the contract negotiations process in September. Usually it’s just like,
‘Okay, here are your new dates.’
It is different for every group. There is a little bit of risk there. You also have
time-space limitations when you’re renting facilities like this, as we all know.
High schools, you are dealing with the high school teams. Health clubs,
you’re probably not getting all the lanes. They are going to keep lanes held
off to the side. The Park District, one of our big changes with them was we
would get a set of lanes, and they were always going to us, “Hey, could we
get one of your lanes on Tuesday nights because we want to start this new
program?” ‘Well, no, we have a contract for that.’
Then, the next contract the following year, we lose that Tuesday night.
We are always fighting with the Park District for lane space. If you want to
build a pool, you need significant capital outlay. I’d put $1.5 million to $20
million because if you’re going to build an outdoor 25-yard pool, and buy
the land and do all that stuff, and then put a building up and stuff like, it will
cost you. I’m looking at building a real small swim school, 6,000 square feet.
We are estimating it’s going to cost between $1.6 million and $1.7 million.
It is going to likely take one to two years to build. We put in a bid on a piece
of land, I find out tomorrow if we got the bid- it’s going to take nine months
minimum to do zoning and permitting at it.
Now, I don’t have to put any money out during that time, which is nice. But
still, it takes a lot longer. Then, I have to build it. So, if we’re lucky, it could take
another six, seven months. The nice thing about building a pool or building
a facility is you do have a valuable asset. If you’re building a building and/
or you buy land, you do have a valuable asset as part of your business, and
you have total control over your environment. You’re the one who determines the pool schedule and everything else. The biggest challenge you are
probably going to have is your swim lessons will get too big, and your swim
team will get too big, and they will fight over pool space with each other.
How do you build your own pool? I have no idea; I have never done it yet.
However, I’m in the early stages of building a swim school. It is actually
easier than I thought to build a facility. There’s a build-a-pool conference
going on right now, and if you’ve ever thought about building facility, if
you really want to build your own business, I think you’re going to find
you’re going to have a lot of fun. I’m confident that 25 years ago, if I was
starting my swim team all over again, I’d build my own facility. I would have
had more control over that. I think I’d be a lot happier. I’d probably have
multiple pools right now, and probably my whole business model would be
different.
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You have not only people who have built pools before, but you also have
companies, like Counsilman-Hunsaker that’s in there. They will tell you all
the dos and don’ts and everything like that. Contact Mick Nelson, he’ll tell
you how to build it, and Sue will tell you how to program it. They are great
sources of information. Just in the last couple of days, just hanging out
with Mick and Sue, I had lunch with them one day. I doubled my amount of
information that I knew about what I needed to know about building a
pool. Talk to other coaches who have built their own facilities. Mike Koleber
was here the other day talking about it.
A buddy of mine just built a new pool down in Houston. They love to share
information. I had a guy asking about building a pool one time, he actually
sent me his drawings. They love to give you the information, they’re happy
to do it. If you’re looking to go that route, which is a much bigger route,
then I would encourage you to. Don’t look at it and say, “God, there’s no way
I want to do that.” I’m not saying go out quit your job and go try to raise $5
million or $3 million to build a facility. I’m not recommending you do that. I
would certainly recommend start with your team, get it going. But, I would
always encourage you to keep that in the back of your mind.
I would have to say that as far as my swim team and my lesson program,
my biggest frustration is that I didn’t take that shot earlier. I think if I’d have
done that and having that kind of control over the facility, I think our teams
would even be better than they are. Finally, if this is something you’re passionate about and things like that, talk to other coaches who have done it.
Mick told me something interesting, Mick Nelson, facilities division head at
USA Swimming. He said that when he started the facilities division, he told
me there’s like three to four percent of the clubs in USA Swimming were
coach-owned. Now that number is up to 17. So, I was stunned at both numbers. But, I love talking about my swim team.
Some people can’t get me to shut up about it. Ask my wife, she’ll tell you.
When you have something that’s yours, that you’ve built, you want to talk
about it, and I think that’s kind of human nature. I’m going to be around
today until tomorrow. I’d be happy to give you my contact information if
you have any questions about starting up your own team. Starting a swim
team is actually is simpler and cheaper than starting a lesson program.
In some ways, it’s even easier because there’s a lot of lap pools out there,
there’s not a lot of 90-degree pools out there in which to run some lessons.
I’m happy to answer questions. If you know other coaches that own their
own teams, ask them about it. I’m sure they are going to be happy to answer
any questions, like right now.
Question? Start there.
Female Speaker 1: Yeah, could you go over the pros and cons of being
for-profit versus not-for-profit?
Bill Schalz: Yeah and we have grappled with that a little bit. The question
was what pros and cons of being a for-profit club and a not-for-profit club.
People used to ask me all the time, are you guys a not-for-profit club? And
I said, no. It just works out that way because we weren’t making any money
at the beginning. But there are challenges, why would you want to be a
not-for-profit club? You got to have to have a board again. The difference is
the board could be you, your wife, and your accountant. I actually created
a not-for-profit arm, a not-for-profit company, and my wife and I are on the
Board of Directors and a buddy of mine, who is an Aurora cop, is on the
board.
We haven’t done anything with it mostly because I don’t have time to figure
out how to best utilize it because there are some challenges. You can’t go
bringing revenues in on the not-for-profit side and then just start dumping
them into the profit side, there’s a huge problem that the IRS has with that.
Then you’re laundering money, for lack of a better term. You have to be a
little bit careful with that. If you start as a not-for-profit and then want to

switch to a for-profit, that is light years easier than doing it the other way.
If you start as a for-profit and then decide you want to turn your company
into a not-for-profit, it is very difficult.
The biggest advantage I have seen in terms of not-for-profit is that there’s
a lot of high schools, a lot of school districts, and Park Districts - they have
different rental rates for not-for-profits and for for-profits. If you want to
start an LLC in Illinois, it’s $250 a year to renew your license. If you’re a notfor-profit it’s $10 or $20, I can’t remember which. So no, a little bit trickier
thing. So if you’re a 990, then you have to post your 990 federal tax return
online, which means that your top-salaried employees’ salaries are going
to be public.
You do lose some privacy. You don’t own a not-for-profit, but you can
certainly control it. We are a for-profit company. I find it easier. There’s
certainly some less red tape and it’s just a little bit easier. I don’t know if it’s
the right answer and I know that there are guys that control not-for-profits,
too. That is why I did it the way I did it because quite frankly there’s less red
tape and that was a process I was more familiar with than the not-for-profit.
Yes.
Male Speaker 2: I’m not familiar with the area that you’re in really.
Bill Schalz: Okay.
Male Speaker 2: You - you said the market was saturated already, like there
are plenty of other teams around already when you started your team.
If there were, how do you go about this these first couple years for you?
Bill Schalz: You cannot swing a cat over your head and not hit another swim
team in my area. I am in the western suburb of Chicago. There are two
swim teams in my town of Aurora, which is about 200,000 people. The Park
District one they started, and our team. I have got a 400-swimmer team
in Naperville, and there’s two swim teams in Naperville, used to be three.
To the north of us, St. Charles, you’ve got another 200-300 swimmer team;
so, there’s a lot of teams in our area. I’m the Head Coach and Aquatic
Director at a All-Girls Catholic School. I’m their Head Coach and Aquatic
Director at an All-Boys Catholic School. So, I have been there for 25 years.
The Principal that hired me was my freshman theology teacher, though the
Principal that replaced him was one of my classmates. The current Principal
is one of my best friends, who used to be a coach and has gone up. He was
a teacher and started coaching, and got into administration. I have really
good job security there. That made it easy, but now I have got the water.
But even with that, our area saturated with swim clubs. Is it fully saturated? I
think it’s overly saturated, but as a business owner, of course I do. We started
our team. When I started the team, the Y team still existed. They still had the
pool. They were closer to a better demographic than we were in many ways.
But, our location and where we were close to the highway, we drew people
in. Naperville’s got a much higher demographic than we do, but Naperville
people would not come that close to downtown Aurora. Once we got out
by the highway, man, we were getting people from Naperville left and right
coming out to us. They probably thought we were in North Aurora and not
really in Aurora, so that may be have been part of the let them come out
and see us. There still are a lot of teams. It kind of goes back to our vision,
and make sure that we’re doing what we can do. We are experiencing much
more competition now.
This is my last year coaching high school for the girls and the guys, because it’s 28 weeks in Illinois; 14 girls, 14 guys. I don’t have time to coach
high school and still do the things I need to do to grow my swim team and
my swim lesson program. We are in a Chicago market so there’s 20,000
swimmers in Illinois swimming, and 17,000 of them are in Chicago and
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surrounding area, so yeah, we have a lot of teams.
Male Speaker 3: So, how to you advertise? I mean, a nonprofit, for example,
in some areas you sometimes get flyers in schools. Whereas for a for-profit,
then the average kids just don’t want to do that.

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

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

Male Speaker 5: But, it is sometimes the cost effective method. So that’s
one question, how do you balance those two? And the second question is
completely separate, but raising money…
Bill Schalz: Okay.
Male Speaker 5: You’re building a $1.6 million facility.
Bill Schalz: Yup.

We have a lot of our coaches that do some summer league coaching too,
so that helps draw those kids in. One of the things we’re going to be doing
with one of the country clubs in Aurora is we are going to offer free pool
time to them, and free clinics in April and May. Before they’re able to get
into their pool and start training outdoors, we’re going to offer them free
clinics with our coaches. Their two coaches are former swimmers of mine,
so that helps too. We have done car decals, we’ve done all sorts of stuff, but
I mean it’s a never-ending thing and it’s evolving.
With our lesson program, which is also a for-profit company, we’re putting
together some safety flyers and we’re piggybacking with a not-for-profit, so
next week’s project is to go out to these schools and see if we can get those
schools to put those flyers in. It has got our swim lesson logo on it, we build
that business and that’s a lot of the stuff that we’re doing. In the beginning,
we were the cool team. I mean for lack of a better say, I don’t know if I was
the cool guy, but we were the cool team because kids were swimming fast,
we were having fun, and we had a good group of older swimmers that were
popular in the state, and so that drew people in.

Male Speaker 5: We are kind of in a similar boat. Advice on how you might
raise money, and maybe some tax advice that might go along with that,
something that might appeal to investors.
Bill Schalz: Okay. Right.
Presenter: We’re a 501(c)(3).
Bill Schalz: Okay. The question was at what point do you stop paying people
to do something, and at what point do you get volunteers? Our volunteer
system is pretty simple. We do this - we do a swim-a-thon. Every family has
to raise a hundred dollars or else they got to pay us a hundred dollars. We
host a lot of swim meets because when you have a team of 700 swimmers,
you can’t put 700 swimmers into a swim meet. We used to have a lot of
meets, and not every one of our sites goes to all of our meets, but we do
host a bunch of meets. Parents are required to work X number of sessions
at a meet that we’re hosting. From that standpoint, they don’t then they
get billed.

Go ahead.
Male Speaker 4: Do you have any insights on moving a board-run team to a
coach-owned team?
Bill Schalz: I do. It is hard. It’s difficult. Because, first of all, the board has to
buy into it and that can be a challenge. A buddy of mine just did it, he just
converted his team over and he merged with another team that was
coached by his brother. They are putting this together and I talked to him
this week and he was lamenting on how much work it was. Basically, most
board-run teams are not-for-profits. Part of it is just dissolving the other
team and just converting it and saying, ‘Okay so now the parent board is
now going to be an advisory board.’ And then, the actual not-for-profit
board is going to be you, your wife, your buddies, or whatever it is.
You take the control of the corporation of the not-for-profit business, and
put that into friendly hands that are not swimming people. I think one of
the dumbest things I ever did was never create a parent board. I didn’t want
to have it, but to not to have a booster board is a mistake. I think if you have
a booster board then the parents - even if the team is for you, if you give the
parent booster board, ‘Okay, if we do this, and this, and this we can keep our
team fees down. If we do these things we can go out and buy cool starting blocks or a timing system,’ those kinds of things. I think it was kind of a
mistake on my part.

We have supermoms that love to volunteer. I have got a mom whose child
hasn’t paid for team fees in two or three years because this mom just is everywhere all the time volunteering for us. As far as fundraising and specifically fundraising for a facility, I’ll give you an example of a buddy of mine
that has built his own facility. We are going to kind of mimic that. First, we’re
going to buy the land. Then, on top of that, we’re going to put a building on
top of it. We are estimating that the land is going to cost roughly $400,000.
Then on top of that, for 6,000 square foot building I’m estimating $200 a
foot, I hope I can build it for cheaper than that. We need $1.6 total.
My goals is to raise the $400,000. We are doing a pretty good job on the
raise. We are doing a business plan. I have reached out to some close friends
of mine that know my reputation and are confident that I can make this
work. We have gotten some quick money. And no, I haven’t got a single
check yet, so I’m saying that with a grain of hope, but very confident that
we’re going to get that money fundraised. Once we fundraise the money,
we’re going to buy the land with cash and then use the land for collateral to
get the business loan - the SBA loan for the facility. SBA loans, typically you
need 25%. We are putting $500,000 down to where we’re using $500,000
with collateral for a $1.2 - $1.4 million loan. So, cool.
Alright thank you. I’m around and I’m happy to answer any questions that
you guys have. Thank you very much.
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