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We are in the midst of truly historic events in this world that will take all of us some time to fully recover 

from. Never have we been hit with such a catastrophic event that threatens our profession and to some 

extent the ability for the sport of swimming to function. The way we have done the business of swimming 

for so many years is no longer available to us. So, we are being forced to use our creative minds to figure 

out elegant solutions to challenges facing us all.

The ASCA is not immune to the challenges that the COVID-19 pandemic has created in the aquatics 

profession. We have seen a major source of revenue for the association eliminated by guidelines for the 

health and safety for gatherings such as coaches’ clinics. We have made the decision to pivot offering 

more online tools and courses to our membership in an effort to further our mission of education. We are 

continuing to look for ways to be more efficient with the limited resources that we have available. Never 

has the phrase “doing more with less” been more applicable than the current situation for ASCA.

One illustration of new measures we have taken is this magazine issue, due to the dramatic decline 

in revenue for ASCA we are only offering our American Swimming magazine in digital format. This 

decision was due to both financial concerns but also as part of our new ASCA “green” sustainability policies. 

We remain committed to providing quality learning opportunities for our ASCA members while being 

financially prudent and socially conscious of our impact on the environment. We hope you continue to 

enjoy this publication in the digital format.

We at ASCA continue to look for ways to service our membership as we have in the past while implement-

ing new procedures that make us a better contributor to the world. You will begin to see new elements to 

our online store, certification process, membership process and others that allow us to service you, our 

membership, at customer service quality levels you deserve while weathering the financial storm caused 

by the coronavirus pandemic.

My final comments to you are in regard to the ASCA Cyber World Clinic being conducted in September. 

Given that large group meetings are nowhere in the immediate future, ASCA has embarked on providing 

our members with a first-class education platform that offers coaches knowledge and insight from some 

of our top coaches across a variety of topics. The clinic is a mainstay for ASCA and I ask you all to support 

this effort by registering and joining us in September. Please check out all the information regarding the 

ASCA Cyber World Clinic at www.ascaworldclinic.com and we look forward to a great event.

In the Spirit of Unity,

Steve Roush

Chief Executive Officer 

American Swimming Coaches Association 

To the Entire
Swimming Community,
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Gregg Troy: I am a last-minute guy working to deadlines. I am a 
little like that kid that didn’t do a good job during part of the season 
right now, and then runs out of time. When they gave me this topic, 
I thought, this will be no problem at all. I put little thoughts in a file 
folder and then I try to get them all together the last week. I didn’t 
do a very good job getting this one together because once I found it, 
I couldn’t find any organizational pieces in order. I really had a plan 
that I wanted to be relaxed.

If you got questions, please ask me. The more it’s presentation- 
oriented sometimes it becomes canned. I have been going to ASCA 
clinics now since ’72. My first job was a full-time job I had to coach a 
country club in Florida. As I finished my swimming career, and 
this was my senior year. Well, there was a guy that was coaching at 
Sarasota YMCA, and this was my senior year, and I swam at Sarasota 
Y in high school. Tim Hill is sitting down here, and Tim was the 
coach at Sarasota YMCA. I swam with Tim in Christmas.

Then I coached at Bradenton Country Club for two summers and 
I got to know Tim real well. I guess some of the work ethic things 
rubbed off because Tim was a work ethic guy. He was good at setting 
up a culture from that standpoint. I went on to Fort Myers, started a 
program down there. In all those situations though, I do not know 
that hard work is actually termed right. I did a little bit of work. If you 
were lucky enough to go to the Hall of Fame banquet the other night, 
it was really interesting. I think it’s directly relative to this. 

The guys they introduced there, when I am listening to them, you got 
Chuck Riggs right away. Sippy Woodhead talks about Chuck Riggs, 
and there’s absolutely no doubt in that conversation that a work 
culture of doing things and doing not necessarily a lot, but doing it 
and doing it well was part of what they did. Ed Spencer, same sort of 
dynamic. Those two guys, you look at them having a lot of distance 
freestylers and putting in some volume doing some work. Then Gregg 
Wilson at Santa Barbara, lots of sprinters and lots of really good 
people. You got Pete and he did it a little different, didn’t have quite 
the same resources available to him, but a tremendous job coaching.

Then I started looking at people that were in the Hall of Fame. A lot 
of these are people that were mentors for myself, and there are a few 
that aren’t Hall of Fame, but you got Dick Wilkins and Jack Simons. 
Tim Hill was a tremendous influence on me. Mark Schubert, Bill 
Sweetenham isn’t in our Hall of Fame, but what a tremendous 
coach and great insight. Dick Shoulberg and those guys are guys 
who did it for a long time. They were highly successful for a long 
period of time and had a big value on work. Then you have got Eddie 
Reese, tremendously successful. Jon Urbanchek, Richard Quick, Teri 
McKeever- they all had work ethic and they were really on top of 
what they did. But I think in today’s world sometimes, work becomes 
confused with distance.

You do not have to swim distance to work hard. Philosophically, we 

all have different approaches in what we are going to do. It was really 
good for me to spend two days for an hour with Michael Andrew and 
watch what he’s doing. I am not a big USRPT guy, but I do believe 
that there’s an aspect of what he’s doing is tremendously amazing. 
I am always amazed with the guy. It’s a work ethic deal. He is on it. 
He did some stuff in the camp that I do not think the other people at 
camp were doing; It was hard. And quite frankly, I’ve done stuff like 
that for a long time. It is not the whole diet in my program. But, to 
think that there’s no culture of work in that? There is a culture of work 
and there’s a culture of responsibility, and the kid has a really great 
understanding of where he’s at.

I am not selling USRPT, far from it. But, by the same token, we are 
talking about culture. We are talking about a culture of work and a 
culture of getting better. Do not confuse work with distance though 
the two probably meet a little bit. One of the best quotes I heard 
when Lea Mauer was coaching at Stanford, and we were talking at 
one meet, was about talent. You know, as coaches we all like to talk 
a little bit about talent. Talent isn’t the deciding factor. The deciding 
factor is how you use the skill set that you have, it’s not just talent. Her 
comment to me was, ‘It’s not about talent,’ she said, ‘it’s about 
convincing your athlete no matter how talented they are that there’s 
someone else out there who is as talented that’s outworking you.’

It is a simple statement, but that’s the key. In creating a culture of 
work, you are going to practice with the idea that you want your 
people to understand what the rest of the world is doing and how 
they can outcompete the rest of the world? You do that internally by 
doing your things right within your own program. The athlete 
needs to make the necessary changes they need to. But it’s going 
to be around a culture of knowing that it’s a big world out there 
and there’s other people out there that want to beat you. This is 
competitive swimming, we are not in a synchro class. Lea swam for 
John Collins, a Hall of Fame guy, who is really great. Two of John 
Collins’ best swimmers were Lea Mauer and Rick Carey, 100-200 
backstrokers. They were a product of working hard and culture.

When you are thinking about the culture, I like to think a little bit 
outside our sport sometimes. These names just jumped out at me; 
Michael Jordan, Tiger Woods, Tom Brady. They are guys when you 
listen to them or you talk to them- when they are at the peak of 
their career, they are outworking everyone else. When you start and 
look at what you want to do program-wise, the first place you want 
to start is in building a culture. Cultures are hard to build, they are 
harder to maintain. They are easy to lose and I think George talked 
a little about that today, compromise. Little things really hurt you 
there. They are extremely hard to regain when you are losing. My first 
job was five years, my next two were each 20-plus. Within that 
20-year ebb and flow, if you stay in one place for a long time, you find 
that invariably you let some things go that are really important to you 
or you let them slip.

Gregg Troy
Developing a Culture of Hard Work
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When they slip, your program is going to slip. It’s harder to reinstate 
those things, so whatever you are doing, you want to stay on top of it. 
First thing you got to do is you have got to establish what you value. 
It might be different for each of us, and what you value may differ by 
what you have available to you. Some of us have six lanes, 25 yards 
with lots of time. Some have six lanes, 25 yards with a little bit of time. 
Some people, who are lucky enough to have two 50-meter pools and 
all kinds of time, while some have two 50-meter pools and not much 
time. Your value structure doesn’t change, no matter what it is. It 
might be modified because of that.  You have got to decide personally 
what’s important for you, and those values become the cornerstone 
of what you do.

Once you have got those cornerstones, there shouldn’t be many of 
them. I was talking to a friend, they hired a coach as an assistant 
that had a really hard time in their previous job. Then when the 
assistant came in, they were talking about value structure type things, 
and what things they valued. He brought with him a booklet from 
his previous job. The previous job was more a booklet of what you 
can’t do. But I think that your rules are limited and your values are 
very clear.  You cornerstone those values, and those are the ones you 
are willing to go to war over. You cannot compromise those in any 
manner. Those are so keys. They are worth losing your job over; you 
won’t be successful without that.

Those cornerstones have to be expressed to whoever your admi- 
nistration is. If you are in college, it’s your collegiate administration. 
If they aren’t bought into those cornerstones, you are going to be 
unsuccessful in that dynamic. Some point down the road, you 
will definitely be unsuccessful with that dynamic. If you work 
for a board-run club, it’s got to be sold to your board, and I think 
board-run clubs are great. I have worked in both dynamics 
personally, and I know there’s a big tendency in today’s world for that, 
‘I want to run my own thing.’ The only problem with coaches run-
ning their own deal: the plus is you make more money, you are in 
control. But the minus is I think sometimes you compromise your 
coaching skills because then you have to be a business person. If you 
are a business person, you have actually taken on two jobs because 
coaching is a full-time job and business is a full-time job. You are 
really busy if you do not have a board.

If you run it all yourself, then you got to hire a business manager, 
which is a whole other set of problems. It isn’t always better, be 
careful what you wish for. In running it yourself, you set it up off your 
cornerstone. Your values, you are willing to go to war for them. If you 
are working for a board that’s parent-run or a community board or 
YMCA, if they haven’t bought into your core values and they are not 
going to be supporting your core values, it’s really hard to establish 
the culture you want. We are talking about hard work culture. I do 
not necessarily like the topic, but there’s something right to it. You 
have got to get the administration and make sure they are onboard. 
If they are onboard and you know what your values are, then the 
next thing is you have got to express the values to the people you are 
working with.

If your staff isn’t onboard with the values, then you are going to be 
working against one another. If your athletes aren’t onboard with 
the value, you are going to be really frustrated. You can only punch 
round pegs into square holes for so long. Sooner or later, it becomes 
extremely frustrating. I know this from experience because I’ve tried 
to do that way too many times. I think that the more rules you make, 

the more times you are going to paint yourself into a corner.

Once you have painted yourself in a corner and say, ‘If you do this, 
this is going happen,’ - it better happen. Because if it doesn’t happen, 
it’s a cornerstone. The less rules you have to paint yourself in a corner 
over, the better off you are. That doesn’t mean you are not demand-
ing, it just means that you have got flexibility in how you choose to 
present the demand. Your culture, if it’s about work, it’s about being 
successful. I think all too often the culture of work becomes distance, 
which I do not believe is actually the case. What it should be is about 
challenge. Hard work culture is really a culture challenge. You are go-
ing to challenge people to see what they can do because what we do is 
not natural. In conversations with the athletes, I talk very much about 
how we aren’t born with gills.

We are harder than running because, at least running, you are in 
an element that is natural. We are in an element that isn’t natural, 
it doesn’t come easy. All those things become hard. I sat in a couple 
of meetings with Dick Shoulberg and one time, it was one of the 
best ones I ever heard. He was in a committee meeting and people 
were talking about swimming fast and to paraphrase, Mr. Shoulberg 
said, ‘I do not know what it takes to swim really well, but I know it’s 
fricking hard.’ And it really is. It doesn’t matter whether you are 
swimming the 50 freestyle and you are Caeleb Dressel or you are 
swimming the 1650 or if you are Jordan Wilimovsky and you swim in 
open water. It is all hard, it’s just different type of hard. But, it’s all built 
around the culture you create, which is demanding and challenging.

If you do not have athletes who are willing to accept challenges 
then you are probably not going to be very successful because it’s a 
challenge to be really good. Now, how that challenge is presented and 
how you are going to get to that point that they accept it, that is key. 
Presenting to your athletes, you have got to explain to them clearly 
what the expectation is. You have got to have team meetings. I was 
asked a question at a conference recently. When I was at Bolles, it was 
amazing. People did all kinds of things, and I was fortunate to have 
a good dynamic and some real good athletes; people coming in from 
different places. Then, I never thought in these terms. Someone said 
to me, ‘You’d sit for a team meeting and you could tell they were all in 
and they were listening.’

That term, “All-in” is kind of one of those catchall things, but it is 
right. They were never all-in; it was a process of making sure they are 
in. How did we do that? Team meetings- clarifying where we were go-
ing to go, t-shirts, little things. Asking people to do things who were 
exceptional, not being afraid to challenge them. Certain things that 
everyone in the group got, but then there were things that we offered 
as rewards. There were team dinners. One of the first things I did in 
all of my job situations, whether it was Fort Myers or whether it was 
in Jacksonville Bolles, and even at the University of Florida. It’s a little 
different in the college environment because some of it is done for 
you naturally. But the first trips we did, the first value things we did, 
were never based about how fast you went. They were based on how 
good a job you’d done on a day-to-day basis.

At Fort Meyers, we would take a group of kids and we would go to 
Orlando for the first major trip that I was there. We are going to go 
to Disney after the trip and spend a weekend doing something. We 
are at the meet for three days, and then everyone stayed and we were 
going to do something as a team next day and it was always that type 
of thing. But, in that particular trip, you had to make 90% of the 
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practices to go. It wasn’t 90% minus the ones where grandma had 
a birthday party, it wasn’t 90% minus you were sick, it wasn’t 90% 
because mom and dad wanted you to do something, it was 90% of 
what was offered. If you weren’t there, you didn’t go. You couldn’t 
compromise that because you compromise for one individual and 
you compromise the purpose. The purpose was to teach people that 
coming to practice was really important.

There were rewards. The rewards were usually tied to something 
that was work ethic related. The reward time-wise, time becomes a 
factor in this, but it’s tying it all together and it’s a matter of which 
comes first, the horse or the cart. I think the horse has to come first. 
The horse is the engine that drives the performance, it gives you the 
times. We had sayings, a lot of motivational stuff. It’s not one thing 
that you just do periodically, you got to do it regularly. It’s almost 
constant and I am going to give you examples and none of these really 
fit. I couldn’t get this all to fit right, but when I was at Florida about 
2004 trials, I had a girl in about 2002 who came to me. I’ll leave other 
institutions unnamed, but she was at a Northeastern university and 
she was on a full scholarship. She had contacted me and wanted a 
transfer and I was done, actually it was in April.

My team was done, we didn’t need anyone else. We had a real good 
woman’s program at that point and her times were okay, but it wasn’t 
anything to make it dramatically better. I really blew her off a little 
bit – her name was Katie McCann, nice kid. We didn’t need any more 
bodies. She took it upon herself that she flew to Gainesville and she 
came in and said, “Can I come visit you?”  I let her come in, she 
walked in the pool. I’ll put it in today’s terms, she didn’t look like 
an athlete when she came in. It wasn’t someone I really thought was 
going to add much to the program. I was a little skeptical and we 
talked a little bit.

I talked on the pool deck and I was very blunt with her, “ I am 
looking for people that really have an expectation to do something 
really special.” She said, “Well, that’s what I want to do.” ‘How long 
you been pout of the water?’ “I’ve been out for a couple of weeks,” 
she said, but there wasn’t practice at the University even though 
I really wanted to go. We talked a while. But what she was showing 
me in her conversation and her actions and everything was that she 
really wanted to do something special. She had no special attributes, 
she hadn’t been in especially good age grouper, she wasn’t very big. 
She was bigger than she needed to be, but she wasn’t very big and she 
wasn’t really statuesque. She hadn’t done anything her first year-and-
a-half in college, was very average; actually, she worse than what she’d 
done in high school.

But there was something about her that made me feel really good that 
it was someone you wanted to work with. I let her come to school. She 
gave up her full scholarship, she came in on books. I had to get her 
books to get into school, she was a real good student. She came in and 
she busted her butt every single day. She was ninth at the Olympic 
trials, ninth and was unhappy with her result because she expected 
even more. She’s tremendously successful in what she’s doing now, 
and it’s all because she had that attitude. That’s the key thing, you want 
that attitude. This is why your administration and your boards, they 
have to be bought in. That’s the type of person you are looking for, 
that’s the one that becomes the person that’s key.

If I step on anyone’s toes here, please, I am just talking. I can’t 
be anyone other than who I am. It has amazed me a little bit in 

recruiting. When I was in Fort Myers, I was in a horrible situation. 
Six-lane, 25-yard pool, it was always hot in the summer, and we never 
swam in water that was less than 84-85 degrees. I was right out of 
college. I was teaching a full-time job, doing all kinds of things, but 
my passion was coaching. My passion was working with kids. It 
wasn’t even coaching; I didn’t know what I was doing. I’d never been 
anyone’s assistant.  I am making mistakes on the fly, but in that 
dynamic back where I was - I was always looking for pool time, 
I couldn’t get enough. How can we do something else and do things 
better?

In today’s world, I go out recruiting sometimes, and please take this 
grain of salt. But, different world different focus. I’d go to a lot of 
places where they didn’t have morning practice. I’ll caveat this, and 
I am not sure morning practice is important. Our volleyball coach 
at school just always looked at me and said, “Coach, you swimming 
people, you are crazy. You do not need to go twice a day, you can get 
it done in one.” Maybe you can, I do not know. I could be wrong. 
But I value that, that was one of my cornerstone values. We were 
going to go two practices. We were going to work hard. When I talk to 
someone that’s only swimming a single practice and I always ask 
them why, the voice I most often get, not all the time because some-
times there’s really good reason. But, “My kids live way too far away, 
they can’t get here. We need to get sleep.” I get that.

But the one I heard more often than not that concerned me was, 
‘Well, only one or two people would show up.” Those are the 
people you want to coach! Those are the reasons why you do your job.  
I am back to my first job in Fort Myers, small club. We started out 
with about 50 kids. I took over a program from a friend. I had 
morning practice. I had one guy that had a really unique school 
schedule and he wanted to swim more. I started school at 7:30 myself, 
so I ran practice at that time. We’d go 5:00 o’clock to 7:00 o’clock for our 
morning practice, and I’d leave at 7:00, drive to the other school 
and then I go and run a double session. But, it’s not about me. This 
guy wanted to swim and he couldn’t get enough done, he went to a 
different school.  I came in for him at 4:15.

He swam 4:15 to 6:15, and most of those days, we were there before 
everyone else swimming all alone. It didn’t matter how cold it was, 
how hot it was, just he and I at the pool. The guy’s name was Paul 
Aspen. He went on to be one of the best distance freestylers in the 
United States. He was the first really true open water swimmer the 
United States had. Highly successful, I see him regularly. But, we built 
the program around him in Fort Myers and it’s because he wanted to 
come to practice. He got better. Couple other guys joining for morn-
ing practice and then more people came. When I left Fort Myers, we 
have 300 swimmers and for the top-level group, we were running 50-
60 people in the morning for morning practice.

But, they only came because the one guy really wanted to be there 
and he improved. The others saw him improve, so we are establish-
ing a culture where what we value is work. My first national qualifier 
from that program was in the 100 freestyle. It was David McKay. He 
was a 100 freestyle, 100 butterfly, and 200 freestyler. It’s all from the 
culture we are creating. David was a little bit of an outlier. He didn’t 
always like coming to practice, but he felt the need to come to practice 
because the other guys and his friends were coming and I think it 
helped him be that way. The expectation of what you are looking for, 
so Katie McCann and Paul Aspen.
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Now, I do not know if this relates, but when I went to Florida, this 
evolved over the first five years. My first groups at Florida weren’t 
especially good, but I started with the women only. The first year I 
am taking the same values I had at Bolles. And at Bolles, like I had 
a Paul Aspen in Fort Myers, in Bolles I had a little girl who was a 
little bit younger than everyone else. It was a program that had lot of 
tradition, but had been horrible. There was no one there, I started 
with five or six guys combined with a little club team in the evening. 
It was about 30 total, we put the two together.

But on the club team, there was one little girl that just did everything 
you asked her to do. No skill set, no feel for the water, not a tremen-
dous kick, wasn’t a very good athlete, but she liked practice and she 
was there every single night. It didn’t matter what was happening 
or the ages of everyone else. She was the youngest one in the group, 
and the other kids called her the “Little Hemorrhoid.” You can fig-
ure out exactly why they’d call her that. They looked at her as being 
that because she would chew on you every day at practice. She wasn’t 
going to stop no matter what was going on. She went on; she was the 
first national qualifier I had there. She qualified in the 500 and 1650, 
and swam a pretty good 200 free. She went went on and she was the 
Division II athlete of the year, won the Division II Nationals at South 
Florida and was their team leader. But, we built the program around 
her and other people that joined her that were like her.

I am back again. It tends to be the distance freestylers that set this 
type of work ethic. But it isn’t about how much they swam. Out of 
that same program, we broke the high school national records in all 
the sprint relays, both male and female. We had guys going 20 point 
on a regular basis when 20 point was still good. They were doing 
things that were challenging, they could do a little bit of the distance 
stuff, but they were doing things that were challenging, relative to 
what they were doing. I learned this one a long time ago, if you want 
your distance guys to not want to be sprinters, put them with the 
sprinters sometime when the sprinters are really doing something 
that’s relative. At Bolles, we had a T-shaped pool. We had a little 
diving well that was about 10 yards across. The standard sprint set 
at Bolles when I was having these 20-point guys was to go one six, 
two fives. One six, two fives, three fours, four threes, and they are 10 
times. One six is a 60-yard sprint.

And so, 60-yard sprint going back and forth, you got five turns in it, 
no breathing. This is in the ‘70s. Then they did that whole set without 
ever taking a breath. If you took a breath, you went back to the begin-
ning of the set and you started over. The distance freestylers didn’t 
want to do that very often. They’d go that set once and they’d get real 
tired of doing it. “Hey, can I go back over and do some swimming?” 
You point out the high points of each and get those things. It isn’t 
about distance, it’s about challenge. The challenge is different for each 
group. Another example, when Peter Vanderkaay came to swim with 
me in 2012, now you have got the American record holder in the 
1,500-meter freestyle. He was just the American record-holder in the 
500-yard freestyle until recently, they just broke his 500 free record.

He’s an Olympic medalist in the 400 meters. He had come from 
Michigan. They’d had a coaching change at Michigan and he’d swum 
there. Mike Bottom, tremendous coach, but his career has evolved 
as a coach. He’s figured out to value different things because now 
he’s scoring a lot of points in the distance events. They learn how to 
value different things. But in my limited opinion, I’ve known Mike 
for a long time, and Peter came in. Mike and I had talked before he 

came, professionally always. I suggest when you take someone from 
someone else’s program you call and you got to find out why they 
are leaving. You make sure they understand why. It doesn’t matter 
whether you think it’s your cross-town rival and you dislike him 
or whether it’s someone from 50- 60 miles away. The more you can 
contact them, the more it ties the community together. The more it 
keeps the athlete responsible and the more professional it is for you. 
Anyway, Mike and I had talked. It was a good situation.

One day after practice we are just sitting around and one of the 
best things about working with older guys; you can actually talk 
with them. It is a little bit better on the same plane. Now, I just 
casually said to him I was looking for knowledge, to learn something. 
You learn a lot from your athletes when you work with good ones. 
I actually said, “Must’ve been hard for you distance guys at 
Michigan,” because there were a lot of distance guys when Mike came 
in, “you’d see all those sprinters getting out and leaving early.” That’s 
my perception of Michigan’s sprint program; perception is truer than 
reality. That was my perception. He said, “No, coach. If there’s one 
thing that Mike was really great at it, it was making sure of finding 
things for the sprint guys to do that they never left early.” I do not 
think it’s what you value, it’s not distance and speed.

When I left Bolles and we got a pretty good program, and I came 
to Florida. The work ethic of the women’s team I took over wasn’t 
especially good. A lot of good swimmers had lots of talent, but they 
hadn’t been successful for a variety of reasons. It wasn’t the coaches 
ahead me. Culturally, they’d gone the wrong way and putting that 
culture back together is hard to do. Sometimes the easiest way to 
put a culture back together is to bring in someone new to do it. Be 
careful whatever job you have, you want to make sure that you are 
keeping your culture together and everyone is supportive of it. Once 
it starts to slip, you got to get it back. Anyway, in the women’s program 
the first five years, I built a program around the people that I had 
available.  We were entirely different than every college at that time.

I started there 20 years ago in ’98. And then ’98, and I think it’s 
still true today but not to the same extent, if you were working in a 
collegiate program the quickest way to the top was at swim distance 
events because people weren’t willing to do it at the collegiate level. 
It was to swim the 400 IM because people weren’t willing to do it at 
the collegiate level. It was just from the 800-freestyle relay. My first 
recruiting class was all distance freestylers and 400 IMers, people 
that could come down and swim the 800-freestyle relay. I had three 
girls at school that were pretty good in those areas already, and I do 
not think they were being challenged appropriately. I challenged all 
the women. They did really well. We were 10th at the NCAA 
Tournament. We didn’t swim the 200 relay and we didn’t swim the 
400 free relay the last night.

We were top three or four in the 800 freestyle relay and we put two 
girls in the final of the 400 free and put two in final 400 IM. One 
console maybe and we scored in the mile. The last night we had no 
one in the 100 free, we scored one in the 200 events- maybe it was a 
backstroke- you know, a consolation prize. Again, the freestyle relay, 
we had no one in the event. We were just holding on to be 10th. That 
was our goal, to be in the top 10. I think we ended up ninth with 
those girls. But, they established the tone for everyone else. I didn’t 
realize at the time they were going to establish the tone that I couldn’t 
work with sprinters. It made recruiting a little bit harder. But, it was a 
good thing and it was a good tone.
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Well, as we evolved the last 10 years at Florida, we worked off a 
principle of what we called ‘5-5’. We are looking at team expectations; 
that’s what we are looking at. Our team expectations had five things, 
and we sat them down and started reporting. We said, if you are 
going to be on the team, you have to have a role and you have to have 
a purpose. We have got five things that you can do to actually contrib-
ute to the team. I am sure there’s more, but I wanted to keep it simple 
enough that they knew what it was and that we could be on top of 
things. Number one is the obvious one, you can score points at the 
Southeastern Conference meet or at NCAAs. Number two, you had 
to be a really great student- grade point of 3.5 or better. Now, if we are 
looking on one hand of scoring at NCAA meet, then we better have a 
comparable grade point that is every bit as hard to do.

I thought 3.5 was pretty good for a college student, and we are in 
a great sport. We are in the world where we deal with the best kids 
in society. They are sharp kids; most of them are good in school. If 
they aren’t good, they are trying to be better. The culture we create 
carries over to everything else we do in life. It might be the most 
important thing we do. I’ll try not to get lost here. Number there, you 
have got to be a great workout swimmer. You’re coming to practice 
every day and you know why you are there. You are good at what you do. 
Number four relates to number three; you have to have a positive 
attitude at practice. Now, this one’s hard to sell. It’s hard to evaluate, 
but it’s one of our key principles and something worth fighting over. 
It is not uncommon for me to walk over to someone and say, “If that’s 
the best you got today and that’s the way you feel, then do not even 
come to practice.”

That means you are going to walk in with the same attitude yourself. 
Because a lot of times it’s 6:00 AM and I get out of the car and say, 
“You know you - I do not really want to be here.” You got to go in 
because you have got to project the image you want to be there 
because if you do not want to be there, they do not want to be there. 
If they do not want to be there, you are not going to be successful. 
Number four was a positive attitude and that goes beyond what you 
are seeing in the pool. We talk about it directly and I think we are 
back to creating the culture and holding on to it.

You have got to talk directly to the things that are important. You 
can’t talk directly by beating around the bush. You got to go to those 
uncomfortable areas. “Hey, Susie, if you are spending your time in 
the locker room, listen those other two girls are afraid, you will beat 
them. Don’t listen to the negativity.” Two guys in the locker room 
bitching about what they are doing are going to bring you down. 
This positive attitude goes other places. Locker-room chatter kills 
you. You can have the most exciting practice you have ever had, 
you can have 80% of your team do really great, it’s exactly what you 
designed, they follow through it with the right way and as a coach you 
are going, “I think it was a great day.” What you do not know is that 
two kids in practice, they had a horrible day despite what they did. 
The first thing they said in the locker-room is, “That was bullshit.”

Excuse any expressions I use that are incorrect. I am going to talk 
to you the same way I the talk to my team. In that dynamic, it’s 
human nature. It’s not correct, but it’s human nature and it happens. 
Those two people are going to take two others with them. It happens 
immediately after practice. Now you had a practice of 40 people and 
you thought 40 were on and you are walking home. By the time they 
leave the locker room, there were two women and there were two 
men, now you have got eight people. You have got one quarter of your 

team that you just thought was great, and one quarter of your team 
is walking out with a negative attitude. That means they are probably 
going to come back a little negative the next day. What you thought 
was a great situation has become another issue because you aren’t 
aware of what’s going on in the locker-room.

I try to spend a lot of time on the way out of practice of keyholing 
the people and I think this is part of coaching. It might be the part 
that’s hardest, but might be the most important. I just spend a lot of 
time watching body language, watching features, watching interac-
tions with the team- especially towards the end of practice. Because 
when they are leaving, I try to keyhole the ones that feel that way. You 
want to see if you can send them out with something a little positive 
because it takes care of that locker-room thing. They are not 
informants, but you want to have a good enough relationship with 
certain people in your team that you value the most and you feel are 
the most honest.

Those people are the ones who are going to give you a feel for what’s 
happening. They may be your team captains, they may not be. But 
if they aren’t your team captains, they give you information you can 
work through your team captains to get those things. Getting those 
things together and getting that locker-room under control. We do 
not hear it much in our sport, but one of the fortunate things of being 
a college coach is you work with people that are really, really good in 
other sports. Almost without fail in collegiate dynamics, we’ve been 
through a few football coaches at Florida. Almost without fail, the 
assistants and the people who are close to the program say the head 
coaches had lost control of the locker-room.

Ours might be worse. Because in our locker rooms they are 
coming in, they’ve been cold, they’ve been wet, they like to stand in 
the shower and talk to one another for a while. Positive attitude, in 
the locker-room and it should be on the pool- in all different areas. 
Number five is leadership. It’s not just the captains. We wanted every-
one in the team to be leaders from the standpoint that they are trying 
to help their teammates and that helping their teammates can be any-
thing from helping them get through practice and encourage them 
to school. In a collegiate environment I’d tell the kids all the time, 
one of the best things you can do as a teammate is, it doesn’t matter 
whether you are a freshman or you are senior, if someone’s in a bad 
place doing the wrong thing and they are going the wrong direction, 
just put your hand up and say, “Hey, that’s not a good idea. Why don’t 
you come with me?”

Those cultural things are really important. Those were the five things 
we thought were team expectations that you can curb and you can 
add to the team. I always tell them if you aren’t doing three of those 
five, you do not belong here. It’s that clear, too. If you can’t pinpoint 
three of those five, you do not belong here. Whenever I counsel 
someone out of the sport, which I think is part of our job once 
in a while, or we counsel them to stay in the sport or they are not 
successful, then we’d come back to those things, “Are you doing three 
of these?” If you weren’t doing three, then we try to pick the next one 
you could be good at. You should be able to find three of those which 
you can do.

That’s five and we used to call it ‘5-5’. The other was a combination 
of readings, especially some work by Jon Gordon, but we talked 
about what successful people do in all walks of life. We called it 
successful swimmers, but successful people. Number one, and it was our 
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number one- we establish in culture: willingness to outwork others. 
No matter what line of work you are in, whether you are lawyers, 
doctors, businessman, if you aren’t willing to outwork the competi-
tion, your chances of being successful aren’t as good. Doesn’t mean 
you always do, but they had a willingness to do those things. Number 
two: they avoided negative people. They avoid negative people, they 
are looking for other positive people to be around. When you look 
at life skills sessions and stuff, it’s one of the things those folks will 
always talk about.

Number three: focus on the little things. We took that one and 
modified it a little over time, it’s having a passion for what you do. The 
little things matter. Number four: you enjoy the process. Swimming 
is a little bit masochistic because we are back to that non-natural 
environment. You have got to find ways to make it enjoyable and 
they have got to enjoy what they are doing. If they do not enjoy the 
process, they worry too much about what’s going to happen. 
At the end, they get in their own way. The goals are what you want to 
have happen in the end, that’s where you are trying to go. That’s the 
destination of the roadmap. But the journey along the way? The 
people that are successful usually enjoy their journey. I had a good 
fortune, I had lunch with one of my ex-athletes today and that’s one of 
the things they come back and talk to me about without fail.

I am a little bit older now, but without fail the thing they come back 
and say- and it’s not always the best ones. It can be the best ones or 
worst ones, they always come back. They have already pinpointed the 
things that they did in swimming that they carried over into life and 
those are real important. Almost invariably when it happens, a little 
sense of pride from my part, it’s just more important than the times. 
Their success and how they label their success almost always comes 
back to one of the cornerstones or the things that we were willing to 
fight about to create the culture of the environment they swam in.

The last one, and this one is really big, they do not lower their stan-
dards when no one else is around. I was talking about Jack Simon 
there, and Jack was talking about how the United States would make 
a big mistake compared to the Australians and other countries. We 
are real successful. Are we more or less successful? I do not know, it 
depends how you look at it. We certainly have more swimmers and 
more available and more money, more 50-meter pools, and a great 
big population base. Maybe we probably should be more successful. 
But, he felt that one of the things we do that the other countries might 
do better than us is we always take the blame as coaches for what 
happens. You got to put it back on the athlete, and then I think this 
one’s really key because they have to be on top when no one else is 
watching.

I know this is contradictory to what I said in the earlier talk and yet, 
it isn’t. It’s just finding the right place, and Ben Titley talked about 
it yesterday. When Caeleb and I weren’t happy with the summer, 
I took most of the brunt. Maybe that’s right, maybe it isn’t; I do not 
know. But I think if you do that, it helps. But anyway, those were our 
principles. The Florida program was built around those. The closer 
we stayed to those, I found the more successful we were. Anytime 
we got too far away from was where we were less successful. So, you 
got a plan. I disagree avidly with the people that say kids in today’s 
world won’t work. I think they’ll work as hard or harder than any 
other time.

I have been doing it a few more decades than I would like to talk 

about, but I do not find any difference in that Paul Aspen was coming 
in at 4:15, and Ben Lawless, who is my best distance freestyler this 
year. He wasn’t a real talented guy, but he worked really hard. They 
will do whatever you want them to do, the only difference is they 
want to know why. They are probably smarter or they come in a cul-
ture where they want to know ‘why?’ and you have got to be clear in 
explaining to them. If you do not explain it to them, that’s hard. I was 
talking to someone recently about it. Distance freestylers, and again, 
they might be the backbone of your program. That might be where 
the culture comes from, I do not know.

I sometimes think that the problem with sprinting is that people 
are afraid to challenge sprinters. The challenge doesn’t have to be 
distance, it just has to be challenging. People want to be sprinters 
because it’s viewed as ‘not being challenging.’ If you value what you 
are doing in sprinting and you make it challenging, then people do 
not necessarily want to be sprinters. If we had this room was filled 
with swimmers and we asked, ‘Would you rather be a distance 
freestyler or a sprinter?’ they’d all put their hands up on the sprint 
side. If you explained to them what the consequences were, where 
you are not going to be successful if you train lamely- a few of those 
hands would go down.

If you went even further and you explain to them, this is what the 
distance freestylers do; the sprinters, they are going to do a whole 
lot of breath work and it’s going to be really hard- there’s a few more 
hands that are going to go down. The problem is if you get too big in 
your sprint group and the people themselves value it as being easier, 
then it moves away from the core. Anyway, so I got Ben Lawless today 
and Paul Aspen from 20 years ago, the only difference is Ben Lawless; 
he’ll do anything you ask him to do. Same guy, the problem is there’s 
a difference in training for the distance events and embracing it and 
knowing why you are doing and just doing it.

In the 70’s, you walked in when you were the coach, you are a little 
more dictatorial, and you could come in and say, “Hey, we are going 
24 x 100s,” and they did 24 x 100s and did a good job of it. Now, ‘you 
all can go 24x100s,’ they do not know why they are doing. They do it, 
but they do not do as good a job of it. One of the biggest problems 
I have had in about the last six to 10 years in recruiting is I find it’s 
so hard in today’s fast paced society at the club level. I was a little 
club coach in a college environment. I am a club coach again now. 
But a club coach in a - college environment and it’s the toughest job 
there is because they’ve got more reasons and more ways not to get 
the practice.

I talk to so many kids and one of their problems in college their 
freshman year is they’ve been told well - “You’d be great if you come 
to practice.” By the nature of coming to college and being part of a 
college team, that ‘not coming to practice’ goes away. They’ve got 
some ways, as they get older, they find some ways to get around it. 
But, that goes away. They are at practice every day. They have been 
ingrained that if you come to practice more, you are going to get bet-
ter; that’s true. But the caveat isn’t there. You got to come to practice 
more and do the right things when you are there, and you have got 
to embrace what you are doing.  Ben Lawless, he’ll do the same thing 
Paul Aspen did 20 years ago, but I always have to explain to him why 
he’s doing it. When he knows why, he is really good about what he 
does.  I think today’s guys will buy into whatever you want.

Things that you could do to help create that type of environment. 
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I talked with Tim Hill this week. Tim Hill, when he was at Sarasota, 
had great distance freestylers. American record came out of the 
program. It came a year or so after he left, and another coach gets the 
credit, but it was a coordinated thing. They had a 24-hour relay. They 
came in and swam, a 24-hour relay. The whole team came in and 
they are going 24 hours. That’s pretty arduous. But not only that, at 
the end of it, they timed a 100 freestyle and they had a couple people 
be almost their best time. Two weeks later, they are great at the swim 
meet. It doesn’t really matter if it’s true, but if the perception is and 
you can link those two, then you are creating within your group that 
there’s a culture that what you have done was really demanding and 
really hard helped produce the result.

When you get that type of thing, you get people moving the right 
direction. We did our own type of thing at Bolles. We went a 12-
hour practice. They know about it ahead of time. We did a 12-hour 
practice. We had a normal morning. We came in the afternoon, we 
went six to six. We stayed at the pool all night. Harder to sell in to-
day’s world then when I did it in the 80’s at Bolles. But we did it and it 
became a focal point. We served breakfast in the morning. They did it 
in shifts. Everyone swam an hour. One group swam for an hour, and I 
think we had three shifts, so you are going for an hour of swimming, 
you are maybe timing and you are coaching, and so you put all kinds 
of things together.

It’s an all-night deal. We start in the evening. They eat dinner at the 
pool and they’d have breakfast at the pool when they are done the 
next day. We usually did it a Friday-Saturday. Usually a Friday, and 
then maybe you got your Saturday morning practice done, too, and 
then you are off for the weekend. The purpose of those things is not 
to be hard. The purpose of those things is to be challenging. We are 
working in an environment, again, where it’s unnatural, so we wanted 
to challenge these things. My primitive theory is if you can accept the 
challenge at practice then you learn how to accept the challenges and 
the problems at swim meets.

In setting up this type of goal and the things, you are looking for 
athletes who’ll go that extra mile. I already talked about some of 
those. My first men’s team, when I took over the men’s team, I had a 
really good junior. The men’s situation was different than the women. 
There was some good talent there. They’d been well coached; it was 
just an awkward situation. When I took them over there was a guy 
named Matt Cole, who was a junior. He’s a guy that no one could ever 
get to come to practice. He was good enough that he was given lots of 
leeway because he was good.

I explained to Matt, “Matt, you’ve done three years here at Florida. 
I’d like you to make it great, but the way I am going to approach it is 
different than the coach before. You can’t miss practice. You’ve got to 
be here. You can’t be hungover for as many as you were before. When 
you are here I am having expectation of you to be really good. If you 
can’t make that expectation, you shouldn’t even sign on for the next 
ten months. It wasn’t even 10, because he went home for the summer, 
so he beat me in the first summer. He went home and did his normal 
thing and swam relatively well. He’s from Colorado. He came back, 
and I said, “ do not come back to school and even come out unless 
you are going to follow through.” He came in, he followed through. 
It was great. It was fantastic.

That year, they swam the NCAA short course meters. He broke the 
American record short course meters. Won the NCAA meet and as 

soon as the NCAA tournament was over- it was an Olympic year. I 
am thinking, ‘Well, this guy might make the team.’ He walked in and 
said, “You know, coach, it’s never been my goal to do this. I really 
enjoyed it. Thanks for everything.” He said, “It was great winning the 
NCAA meet, but I really never had a plan of making the Olympic 
team, so I do not want to stick around for the Trials. I am done.” 
Perfect. He wasn’t willing to work so he removed himself. But, he did 
the work enough that other people saw him be successful and then he 
created other guys underneath him. What was really good is they saw 
a guy who had never been the work leader, he was the party leader. 
I think probably still was that, so he just took on dual roles.

But, they are college kids.

I know you guys were all perfect in college. I wasn’t, my athletes aren’t 
always all the time. It amazes me, politicians in today’s world, they 
want to penalize everyone for the same things they did when they 
were in college. 

I am a history major.  On one hand, this is the guy that was the 
problem the year before. Then all of a sudden, he’s become a model 
citizen at least from the standpoint of showing up and being there 
and what he did was pretty good. In a collegiate environment, you get 
to recruit them. They change a little bit; it’s not always that easy. In 
a club environment, you do not necessarily get to recruit them. You 
have got to take the people that you are given and the ones who are 
willing to pay to be on the team and stuff. We are back again to the 
administration. And I missed it earlier; you have got to be selling the 
parents. The parents have to be buying in.

Trina Jackson was the first one I did it with. Trina Jackson was from 
a swimming family, so I had a little advantage. She worked really 
well, she broke the record in the 1650, but great collegiate career. She 
made the Olympic team. Coming out of a work ethic scenario, she’d 
been a miler. We knew she couldn’t make the mile, so we brought her 
down to the 200 fly, the 200 free, and where there’s several spots in 
400 IM. That was our focus in the 400 free, to make the team. We got 
six months outside the Olympics; she was the third fastest Ameri-
can IMer. Unfortunately, the two fastest ones were people she wasn’t 
going to beat. It was Kristine Quance and we had two really good 
IMer at the time.

It was really hard. I want to say she was like four seconds behind 
them. When I did the math and knowing where she was weak, I could 
not come up with a way we were going to make the team in the 400 
IM. I thought we might’ve had an outside chance in the 400 free, but 
there were two 400 freestylers who were significantly better than her 
and I didn’t quite see that happening either. I didn’t tell either one 
of these things. Certainly didn’t tell her the first one because I didn’t 
want to change our training because the IM training had enough fly 
it. I did think the 200 fly was weak. I thought six spots in the 800 
freestyle relay that there were a lot of people that weren’t training 
enough to swim the backend. I knew she could swim the backend, 
but I had to give her more speed in order to do it.

As we got closer and closer to the trials, it must’ve been about eight 
weeks before the Trials, maybe not even that, I went to her and said, 
“Trina, I do not think we should swim the 400 IM. It’s the first day, 
it’s the first thing.” She’s a little moody, you got her in the right place 
she really swam well, but we are back to communication. She’s from 
a work ethic background and she believes she’s a 400 IMer, which 
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I wanted her to believe. She was just tougher than everyone else. 
We scratched the 400 IM the first day at the meet, because the 400 
free is the next thing. I think. ‘If we get lucky, we might make the 400 
free.’ She ended up being third in the 400 free. Then two days later, 
it’s the 200, which is the one I thought she could make. Matter of fact, 
if I was going to go Vegas to bet, I would’ve bet the two first before 
the others.

We scratched the 400 IM. It was one of my worst days in my 
coaching career. It was one of those where there’s two real good 
ones, and she’s third and she’s swimming really well, but I do not 
think she’s going to beat either one. I do not know, maybe I was 
wrong. Maybe she would’ve beat them. Then after her it fell off again 
and Kristine Quance gets disqualified. We left that night and I am 
really happy with the program and where we are going, and she’s 
pissed at me because we scratched so your plans do not always work 
out. Anyway, she goes on, and she’s third in the 400 free, does her 
best time. She feels really good about going her best time and not 
making the team. She makes the team and was second in the 200 
free. But, took a breath the last five yards; we are back to discipline 
and not compromising. I could never get her to not believe that it 
cost her medal. She made the 200 fly and she was fifth at Olympics in 
the 200 fly, swimming the 800 freestyle relay; really good career.

I do not know, but I think those stories are things that when I was 
selling work ethic and what we want to do with the team, stories like 
that are key for your team because they can relate. We are back to 
today’s world, the more things they can relate to and understand that 
makes it positive for them. I sat in on another clinic. I sat in a distance 
freestyle panel with really great freestyle coaches. I am taking notes, 
I am on the panel, but I got more just listening to them. Every one 
of them is saying same statement. Come on, it’s trite. ‘Work works.’ 
Doesn’t matter what you are working towards, but work works. And it 
just does, and I think the success that comes from works breeds even 
a greater desire to work and more pride in what they do.

Creating pride in what you do, it’s not pride just for the individual, it’s 
pride for the group. Because you cannot create the culture with one 
person, you have to have everyone buying into the culture. If they are 
all buying into the culture you have to find ways to buy it in. Bill Rose 
is really funny, the same panel we are talking on. Bill Rose is talking 
about how sometimes it isn’t what you do, it’s how you sell what you 
do. He sold the entire team that they went 25 x 100s, and they were 
going to go 25 x 100s. They made a big deal of it. They had a time they 
were going to go on, a big sales thing. What he did, not only did he say 
they didn’t go 25x100s very often- they did it one time. He said, ‘But 
what happens when you go the 25x100? All the local clubs found out 
you went 25x100s. The kids like to talk and in today’s world, it’s even 
better. Today’s world, it’s even better.

They get in all those little things. They get it out to all their friends 
and everyone else like, “Oh, you went 25x100s?” They like it, they 
feel it gives them pride in what you are doing. You also get a double 
plus. Because then the other person sees you do well and you have 
done 25s, and then they’ve got to figure out how they are going to go 
25s to get better. And that aspect, it’s very trite. It’s trivial, it’s juvenile, 
and it exists.

Your perception that you were doing something and then if you go 
to the meets and swim well. Afterwards, it adds to the perception 
of your club, it adds to the image of where you are at. It makes your 

athlete feel good about what they are doing and it adds to your work 
culture. The same is true like with those 24-hour and 12-hour swims. 
You do not do those all the time. I went through some of these earlier. 
I mentioned this a little bit. Sprinting isn’t easy. I think finding ways to 
make sure- because sprinting itself doesn’t destroy culture- but if your 
team doesn’t realize what it takes to sprint well, then it destroys your 
culture. You have got to find ways that the sprinters are valued for the 
work they do just as much as what they do not do. The sprinters also 
need to value everyone else. It is kind of a tricky thing. I told you what 
Vanderkaay said and we do a lot of warming up as a group.

It might hurt some people, I do not know. But, we are talking about 
culture now and how you choose to use those things. I like to design 
practice where you warm up as a group and it’s something, for lack 
of a better term, it’s not a good term in swimming but I think it’s 
one that’s appropriate- ‘generic.’ We are going to do something that’s 
generic and has something for everyone in it. Personal belief: I think 
our society and our swim society sometimes, we become so race 
specific that we forget how to train. You still have to train, but 
specificity is certainly important. One of my concerns going in 
and working with a smaller group, I always felt I was good with a 
big group because I was intense enough that I could spread it out 
that way. Then I never put anyone under. I always rationalized that 
I was a good big group guy. Now I’ve got a small group, so I have to 
figure that out. In talking to my group now, these guys all have a good 
culture. They got the right thing and they are old enough, I shouldn’t 
have to fight that issue very much. We are looking at 18 months from 
January to the Olympics, which is our focus and they are all, either 
foreign or American, have a chance. We are looking at Tokyo.

The goal is there, but the culture is changing. I explained to them, 
“Guys, we are going to do some things different. Almost all guys I’ve 
worked with before and we do some things different, but it won’t be 
exactly the same thing as you expect. You need to understand we can 
do some different things. We are going to still do intense things. It’s 
not going to be easy what we do, but it is going to be different.” One of 
the things that’s different is three days a week we are not going to be 
different. We got nine practices. We are going nine practices, in those 
three practices; three of those nine are not going to be different at all. 
They are going to be tough. It’ll be general training and we are coming 
in three times and we are all doing the same thing and we are going 
to get on it. I do not care if you are Caeleb Dressel or Ben Lawless, we 
are going to have three practices a week.

At least if I present it this way, they bought in. If I back off a little bit, 
that’s okay. That’s my choice and they’ll live with that pretty good. 
But three, we are going to really get after. Three are going to be 
race specific. They are going to be specific to certain races. You are 
going to have a lot of choices there. If you are a model event person, 
if you are a Ryan Lochte or a Caeleb Dressel and you are model event 
person, then you can decide what you need in those days because 
you are old enough that I got to give them some leeway in that 
dynamic. They are going to be challenging, but they are race specific. 
The other three are going to be ‘you-specific.’ And that challenge, you 
can’t worry about what everyone else is doing because the challenge 
on that day is your individual challenge.

 I am laying out the groundwork and the culture, so if I choose on 
Friday afternoon that it’s one of the ones that we are going to do you 
specific, and your specific is too tired and I want you to go home, 
I will send that guy home. I do not need to worry about everyone 
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else. They may laugh if we say we are going home, but I am not going 
to have that same dynamic. If you are establishing your team culture 
in a big group, it’s hard to do that because everyone wants to do what 
they appear to be easiest.  Oh, and we got to practice where everyone’s 
starting together.

I really like practices where everyone starts together for that 
generic part of practice.  I like two-hour blocks. Two-hour block: we 
are taking the first 45 minutes and we are going something 
together. Maybe it’s 30 minutes warm-up and a real good 15 minutes of 
really challenging kicking or something. At that point, okay, we are 
breaking out into groups. I used to be very dictatory, ‘you go there, 
you go there, you go there.’ I still do that sometimes. But I think 
it’s really good you say, “Hey guys, here’s what this group is doing, 
here’s what this one is doing.” Choose the one that you need to do. It’s 
amazing when you do that and you have got the right people. They 
will choose the right one more times than not. We do a lot of that type 
of thing. We do a whole lot of Saturday mornings.

Our Saturday mornings have always been designed around 
thinking of the distance guys because you are pretty beat up by 
Saturday morning. I like to start them early. They do not go to the weight 
room on Saturday morning. On Saturday morning, they start in the 
water when everyone else starts in the weight room. Weight room is 
always optional, does not count against me, so the NCAA coaches 
aren’t there. We never broke our 20-hour rule. But everyone else 
starts in the weight room. The distance freestylers usually start in the 
water, they go 7:30 and we get on it big time. 9:30, the majority of the 
team has come back from the weight room and they are walking out 
somewhere around 8:30 or quarter-to-nine. The sprinters are just 
coming in to the water around 9:30 and they are looking at an hour of 
something that’s really challenging sprint stuff.

The distance guys are walking out and the sprinters are coming in. 
And I do not know again, but I think we are just talking cultural 
things. I think culturally it helps you keep athletes who are driven 
by choice in what they need to do, it helps your practice designs. 
Examples of pride, because they have to have some pride in what they 
do. Mark Schubert from the 80’s, that’s one of those things. We had 
that same sort of things at Bolles. Our senior group at Bolles, eight 
lanes, we were probably somewhere between 32 and 40 people in the 
practice. It was somewhere around ‘86. ‘86 had a great group of senior 
guys. I had 13 guys go to major Division I universities.

Anthony Nesty, who was in that group, was one of the really 
top-notch guys, and they had bought in. They were into really 
working hard. They would and there were 13. There was a 14th guy 
I could train really well; he was a little sophomore, Greg Burgess. 
When they all graduated the next year, those guys would knock it 
out. Loved it. Didn’t matter what they swam, they weren’t afraid to go 
head-to-head and go. They came in the next year and I had kind of 
the same practices. I differed with Ben Titley a little bit yesterday. Ben 
was talking about how he never does the same practice. I used to be 
that way. I gave that up about 20 years ago. I think there’s something 
positive doing the same practice over again if they can see themselves 
improve. There’s an extent you can take that. But anyway, I am trying 
to put the same type of sets together.

At least, some of the same sets. But, no one’s making the interval 
because my animal lane situation had become three animal lanes. 
In an eight-lane pool, we have three lanes that are really cooking. 

There’re 15 guys over there, and there’s a few other people rolling 
through but can’t make it all the time. Then we go down to the slower 
lanes down at the end, the people that couldn’t handle it. They weren’t 
always sprinters, but sometimes they were. Anyway, they are going 
really good. Next, no one’s making it. I spent the first month-and-a-
half of the season ranting and raving, yelling, screaming at people, 
this was when I was even less restrained. I am all over them and I am 
not real smart. And finally, I sat down and realized I didn’t have the 
same people. Greg Burgess was the one from the year before and he 
couldn’t make it either. But, he was young enough and he had leaders 
then. He had no one that could lead him do the same thing.

We came up with this thing in the eight-lane pool with the same 
number because we moved up age groupers so often. We moved up 
enough people to make it same size group. But, then we swam the 
same size group in seven lanes. I would never let anyone swim in lane 
one because I knew Gregg could do it, he just wasn’t able to yet, and 
he got really upset with me. He said, “Why can’t I swim there?” “Well, 
you can swim over here; you just got to go in this interval.” It took 
about a month and then he moved during that interval. By the end of 
that season, we had two lanes that could do the same thing we’d done 
the year before and some real good athletes came out of that. Burgess 
went on to be a medalist.

Male Speaker 2: I had a quick question.  You’d have in the animal lane 
there. What do you think your animal lane could do with the base 
threshold set, like Caeleb, with ten 100s? 

Gregg Troy: I’ll tell you want we did; we were great till June this year. 
I messed something up from June on, I can’t figure out exactly what 
it is. I am working on that now. But what we did all spring, we want 
twenty-four 100s. This is a good set. I really liked it. Now, the athletes 
did too. We did four on 1:30 and these were all long course. We were 
all long course. But we went four on 1:30. Then we went four on 1:30, 
but I didn’t ask for anything except they make sure they check their 
pulse honestly. You did four on 1:30 and the priority was your pulse 
stay at 160. You got your time, so the priority was in the pulse and 
then you are getting your time. 

Then you did four on the fastest possible interval you could go on 
and still maintain your pulse at 160. It didn’t matter what your time 
was, but your pulse had to stay at 160. It was really hard for my staff 
because I am giving them complete control of what interval they are 
going on. We were spread out; we were going four to a lane. So, they 
are getting their pulse but they are watching their time. The object 
was to see if you could get to the point where you could keep your 
heart rate at 160 and still maintain the same time to go on a faster 
interval. I do not know if that’s threshold. You’ll have to talk to 
someone that’s better about that stuff than I am. But I knew that that 
was giving me something that told me they were getting in good 
physical shape.

Male Speaker 2: What were they holding on those?

Gregg Troy: I can’t tell you what Caeleb was holding on because I 
really do not know. Let me finish the set and come back to that on 
you. That is a good question. Then, they would go four on the fastest 
possible interval, but their heart rate had to be over 180. You could 
let your heart rate go to 180, whatever the highest you could get it to. 
Then my explanation to them is, when you are racing all out if we 
could really get an honest heart rate. Some of you guys might be able 
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to get up to 220, but you are 200 and up. 180 is a really good effort. 
The goal was to see if you could be 180 and still hold a faster time 
than what you are holding at 160 in the fastest interval. Ben Lawless 
got to the point where he’d go on 1:05 and hold minutes. That’s pretty 
good. He’s not real talented. He’s like a normal guy, probably should 
be a defensive end.

Then we would stop and talk about it at 12 and run it again. We ran 
it every week. And ran it from the end of March until June. Caleb, 
on the front end, he was probably holding eights. When he got to 
the ones in the end he’d go 1:03s, 1:04s. Again, he’s a sprinter, no 
illusion about it. My approach with Caeleb has always been he was an 
anomaly. When he sat in my office, I didn’t sell him on the recruit-
ing deal. I just said, I said, “What do you want to do? You want to 
be a great sprinter or you want to be the best swimmer you can be?” 
He said, “I want to be the best swimmer I can be.”

I said, “Well, I see you being as good as Ryan Lochte because you are 
the same type of guy. You’re not afraid to hurt yourself. You’ve got 
more speed than he does. He doesn’t have your speed, but he had a 
distance background. We had to teach him the speed, we are going 
to have to teach you a little bit of the distance background.” Then the 
first year was a little bit rocky. Steve Jungbluth did a great job and 
helped to get through the first year. After the first year, then we took 
him out of the sprint group a whole lot more often. He didn’t swim 
the sprint group except when we rested a little bit the last two years. 
But every time he did well, I came back and said, “That’s really good. 
Now, I do not know where to go from here.” Once we got to 18.2, we 
had this conversation. I said, “Caeleb, you have been 18.2. You just 
won the 100 free. You won the 100 butterfly.” I said, “I was going to 
call someone to find out how to be faster than 18.2, but I do not know 
who to call.”

Gregg Troy: Everyone’s going to tell you what we should be doing, but 
I do not know who to call to tell me that’s actually done it before, so 
you are in completely different land. Let’s press the envelope and do 
the opposite of what everyone says and see what we can do. What was 
really good about that, he saw his long course swims get better and 
he saw his 200 IM get better, he saw his 200 free get better, so he kept 
doing it. Then eventually, we get the 17.6 out of it, but he was always 
doing more. I said, ‘When we get to season and we are not seeing that 
improvement, then we know we have pressed envelope enough, we 
have to really pull it back.’ I may have pressed the envelope too far.

Anyway, I am going to give you one last thing. You know you have 
gotten there when you get this type of athlete. Gemma Spofforth 
came to school. She was way overweight. She’s British. Brits had given 
up on her, she was going to go to Hawaii. At the last minute, she called 
Martyn Wilby. Martyn has swum, he said, “Hey, I think this girl is 
worth taking a risk on.” We take a risk on her, she comes into school 
and she does a good job losing weight. It took a little while. Finally, 
somewhere around November, she walked into Martyn’s office. They 
are both British, you see things a little bit different. “If you guys think 
I am overweight, just tell me I am fat.” That’s a bad word to use, but 
that was her word; I am just quoting her.

At that point, he said, “Well, I think you are overweight.” She lost 
the weight, she got better. She won the first year. She won the 200 
backstroke at NCAAs and then she won it every year, except for 
senior year, and her - the - she was second in the 200 backer freshman 
year, and won the 100 back every year after that. But her senior year 

she was a really good student. She was in counseling and psychol-
ogy. I didn’t know, not being on top of it, I didn’t know until about 
November but she was working in the Crisis Preventive Center as a 
volunteer. She had to do a couple of weeks. She did a couple of weeks 
as part of her major. The only time they could have her work was 
from 10:00 at night until 5:00 in the morning. She was working at the 
Crisis Prevention Center three nights a week from 10:00 to 5:00, and 
then coming to 6:00 AM practice.

Second semester, she and Martyn had a big talk because she wanted 
to add a fourth one. She was not missing a single practice. Never 
bitching, not complaining at all, doesn’t miss a single practice. She 
wanted to add a fourth one, and then we put our foot down and we 
fought. We got her down to two. She was only going two times a week 
and those are the mornings she wasn’t getting up. She would’ve gone 
more, but never a peep, never a complaint; those type of people. Then 
the other story is somewhere in the mid to late 80’s at Bolles. John 
Woods, John Mason, Terry Mall from Tallahassee, all really good 
coaches. Anyway, they would all come to Bolles and train with us. We 
would just blast people.

We are getting towards the end and they usually came for 10 days, 
which is usually right before Christmas. We are running the next to 
last session. We decide we want to have a really big, super day. We 
are going the long course both times that day. The morning practice 
we went 10,000-plus, it might even have been 12,000. We went pretty 
good. In the afternoon, we’d been 8,000. They were thinking practice 
was over. That’s when I had the keys to the pool. The practice finish 
times weren’t set in stone, guidelines not a deadline. They all knew 
that. ‘We got the last one,’ and we decided we want to do something 
really special.  I think it was 16, it might’ve been 20, but it was a dou-
ble-digit number. They’d already been in the morning practice and we 
were at 8,000 and we gave them sixteen 400s. We knew we were going 
to do it, and all the coaches are standing there. They were looking 
around. No one wanted to do it, so I get to be the bad guy.

Doing it a little for affect too, maybe a little masochistic, I do not 
know. But I get it to them. I waited till the clock’s coming around and 
there’s 15 seconds left. ‘We are going 16 x 400s on…’ whatever the 
interval was. ‘We are leaving on the top. Ready, go.’ And they all took 
off. Brian, a guy who went on to swim at Texas, the next morning he 
came in. He was living in the dorms at Bolles. The next morning, he 
came and he said, “You know, coach, I’d done four before I realized 
you weren’t kidding.”

When you get those type of people, you got the kind of culture you 
want. Thanks. n
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Greg Malszecki: Any speaker knows that the audience is going to 
lose one-third to one-half of what you say by the time you finish 
speaking, and 50% of that over the next 24 hours. Let me tell you a 
little bit about myself. That was really a nice introduction, and I aspire 
to be the person that just got described to you because I teach in York. 
York has 60,000 undergraduates. Our Kinesiology program is one of 
the biggest. I was the first one there to teach a class of a thousand 
students for the freshman required course. They gave it to me because 
I was too dumb to say no, I’ll talk about “nofu” later on. But, over the 
30 years that I have been there, I have taught maybe 35,000 athletes 
and students and I have been the Head Coach for a number of varsity 
teams; the swimming team, the water polo team, men’s and women’s 
ice hockey teams, field hockey teams, rugby teams, lacrosse teams, 
wrestling teams, and any number of gymnastics teams.

I have gathered a lot of information about what is the difference 
between the good and the great. What’s the difference between the 
great and the excellent? The good think they are good enough, the 
great often feel that they have peaked, and the excellent are always 
trying to be better every encounter they have with any situation that 
appears as a challenge for them. I am going to talk a little bit about 
that. They gave me this huge room because I realized there’s a few 
conflicts in the life of a swim coach. The techniques that I am going 
to talk about will be helpful for you in healing that split between your 
professional and your personal life. Because when you practice these 
techniques of going for resolution instead of settlement, you will find 
that there’s a spread effect. This is one of the things that I talked about 
in the listening skills.

Listening is key because it is active, it is deliberate, it is intentional, 
and it is a form of work. You should be tired after doing it. Whereas 
hearing is really automatic; it is a sensation. A duck can hear; we hear 
all of our lives. But we have to pay attention and focus our attention 
in order to listen. That is why I did not want to use any PowerPoints 
because I find I am a terrible accessory to PowerPoints. Because while 
people think they are listening to me they are merely hearing, and 
they are reading the PowerPoints and trying to make the notes on 
it. There is no test afterwards, but I think you will get the main mes-
sage because I am challenging you. I am challenging you; I am daring 
you to move beyond what you have always done. You are excellent 
communicators, you couldn’t keep a job as a swim coach unless you 
were excellent communicators.

Of all the sports that I have been involved with, and I have been an 
athlete all my life, as well, I have to say this is the most technically-
oriented, the most goal-driven, the most energized group of people 
I have ever met. Swim coaches have life goals, they have annual goals, 
they have monthly goals, weekly goals, daily goals, and they teach 
their teams to set goals. And goal-setting and achieving those goals 
and surpassing those goals is what it is all about. So, hopefully, if you 
are convinced at all by what I tell you today, you will set for yourself 
as one of your top five lifetime goals- ‘becoming an excellent listener.’ 
You can choose the level you aspire to. Is it going to be the advanced 
level, is it going to be the elite level, is it going to be the championship 
level, or is it going to be the world-class level?

Imagine how your life would be different if you were thought by 
everybody you encountered to be the world’s best listener. Think 
about that. Think about times when someone told you something 
and you heard what they had to say, and that made all the difference 
in your life path. And now, you are in a position to be that person, but 
you have to recognize where they are coming from and your ability to 
practice that listening will give you the skills to empathize and iden-
tify with them. Because we are a reciprocating society, we treat each 
other the way we are treated. If you listen to somebody first, they will 
be much more likely to listen to you. If you were there on Wednesday, 
you heard me say when I came in 1991 to my first ASCA, I was one of 
the plenary keynote speakers and there were 2,500 swim coaches in 
the ballroom of the Palmer House Hotel in Chicago.

I asked how many coaches had had a team meeting where they talk 
for the entire time and then dismiss the team before anybody else 
said anything. They all raised their hands, everybody; there was no 
exceptions. Then I asked how many coaches have had a team meeting 
where they listen to everybody on the team before they said a word. 
No one raised their hands. That gave us an insight into the role most 
coaches have of thinking of themselves as people who tell others, talk 
to others, communicate to others, direct others, correct others, assess 
others, appraise them, evaluate them, and respond to them. But as 
far as receiving the information from them, finding out where they 
are, what they are comfortable with, how they got into this, what they 
think about what they are doing, finding out their motivations; that’s 
a different bag, and that requires a specific set of listening skills.

Okay, now I am going to ask you to do something for me because 
I found that teaching at a university, you got a captive audience. 
People paid thousands of dollars to be there so they feel required to 
be there. But believe me, they are looking at pictures of last summer’s 
barbeque or buying shoes on eBay. I had early morning classes so my 
experience was I told my students, “Please do not introduce me to 
your family or your friends as your teacher or professor. Tell them 
I am your deep sleep therapist. At the sound of my voice I put 
hundreds of you into a deep trance state for 50 minutes out of 
every hour.” What I am going to ask you to do is could you all move 
together, closer together because I am going to put you into pairs so 
we can do a couple of exercises.

I really believe in experiential learning if you are board or if you are 
contemptuous of me or if you feel like this isn’t speaking to your 
needs, feel free to get up and walk out. It happens to me all the time, 
but I would really like to have you at least get together so that we 
can do some exercises together because a lot of this is about body 
language and nonverbal communication. And if that’s true, and 
we even have animal forms in here which is great. Because one of 
the great things about nonverbal is it existed for about two or three 
million years before there was language. Humans have only been 
speaking language for about a hundred thousand years. Now there’s 
7,000 living languages on earth today, major language groups. That 
means there’s 7,000 different ways of listening.

But I will tell you this; every person you meet has their own language. 

Body Language and Conflict Resolution
Greg Malszecki
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You have to be a student of languages to tune in to what they are and 
how they are saying it. Do you know that for the most popular 500 
words in the English language that are used in everyday conversation, 
there’s 15,000 discrete definitions. I have got a friend who is a lawyer. 
He told me there are 32 definitions for the word, the, for any decent 
lawyer. There is a lot of area for confusion. And believe me, a lot of 
the aggravation you have experienced in your life and conflicts that 
have erupted come from misunderstandings or from not listening to 
what somebody else is saying, and certainly from not identifying the 
feelings, both overt and covert, of what they are trying to express 
to you.

Now, sometimes you get bushwhacked. You are walking down the 
hall and somebody says, “Hey, can I have a minute or can I get a word 
with you?” Or some parent comes up to you while you are on the deck 
and they are telling you why you are coaching their kid all wrong. So 
those are conflicts that you did not invite and you did not see coming. 
But I am going to try to give you some hints about that. Now I want 
to go back to one of my favorite quotes. This is Julian Treasure, he is a 
TED Talker. He talks about hearing. He is a former musician and he 
runs something called the Acoustic Lab. Now, if you walk through the 
lobby you are going to hear a playlist of overloud music that you did 
not choose and you have to cope with. And if you are trying to have 
a conversation with somebody, especially if it is really meaningful, 
you are going to have to counter that by blocking that out or finding 
a place you can have a conversation. We live in a really, really noisy 
world. But this is directed to you, every world champion has a coach. 
There’s a simple reason for this. You cannot see your own game. 
People become champions because of their dedication to the 
principle that improvement is the point. There’s no destination for 
them, just an endless pursuit of that extra one percent. They achieve 
continues improvement with the help of coaches.

People can see what might be possible to improve, and who can 
devise programs and exercises to deliver it. Now that’s your job. But 
what is their motivation to improve, do you know that? And what 
are the triggers that are going to help them achieve that for the 
programs you devise? I have worked with coaches who spend an 
entire weekend working out programs, and splits, and training for 
athletes who were not going to be there in the weekend because they 
were down at Clemson taking a tour for possibly getting a sports 
scholarship [Laughs]. I said, “Oh, have you told the coach?” He said, 
“Well, no, he hasn’t talked to me yet.” All right, let’s talk about body 
language as related to conflict resolution.

Indira Gandhi said, “You can’t shake hands with a closed fist.” 
Now, there’s four Fs in our life that psychologists would tell you are 
our response to situations where we perceive either a clash or a 
struggle or a stress. Those are fight, flight, freeze, or flow. Now, 
ideally, we would all like to go into the flow state of mind because that 
way we are calm and relaxed and the muscular tension doesn’t make 
usimpatient. We have the capacity to focus our attention; focus is key. 
There is a difference between laser eye surgery with a laser beam and 
doing it with a dull flashlight. With a dull flashlight, I could wave it 
in front of your eyes for weeks and take all the money out of your 
pockets and nothing’s going to happen. But if I take that same 
luminosity and condense it and focus it into a single laser beam, one 
pass and you know the operation is complete.

This is one of the things, because we believe it is possible to multitask. 
Ladies and gentlemen, I can tell you I have been watching people 
learn difficult things that require arduous and strenuous effort over 

long periods of time. It is not possible to multitask. You cannot do 
two things excellently at a time. And once that swimmer is in the 
pool, you want them to be focused. And they will be if they feel you 
have built the trust in them and the knowledge of them to find the 
proper motivation for them to get that focus and to stay in the flow. 
You do not want them afraid. You do not want them feeling like they 
got to fight somebody. You do not want them frozen and mailing it 
in. You want them to be able to perform at their best for whatever 
reasons they have. And that requires you to get to know them.

You have got to not take it personally; coaching is not about you. It is 
about the athletes. And - and while it is a profession for you, the ways 
that you practice communicating with your athletes have a spread 
effect over the rest of your life. What’s that joke: ‘I used to have a life 
and now I am a swim coach.’ Why? Because you can get absorbed 
totally in the profession. The people who mean most to you in your 
life are the ones who get the least amount of your time and attention. 
Now, if you practice the skills I am going to be teaching you, which 
are really to look carefully at people to study them. And to practice, 
its awkward. It doesn’t feel natural, it is not the way we have ever done 
things. But you know what? It pays tremendous benefits.

I was saying to Carol that Daniel Goleman, who wrote the book 
on Emotional Intelligence, in 1995, said people who excel at 
reading body language are far more productive, far more successful, 
and far more fulfilled. Why? Because the quality of those relation-
ships is deepened into a kind of rapport that is always refreshing, 
restorative, and energizing. Because life is not about time manage-
ment, it is about energy management. When you fail to complete a 
task, it is not because you did not have time to do it because you all 
have done amazing things when you had no time to do it. You failed 
to accomplish a task that you set a goal for because when you try 
to accomplish it you did not have enough energy to bring it to 
completion. The things I am going to be teaching you are going to 
refresh you because they will ever engage you in energizing yourself.

You have a vast reservoir of energy that’s often too latent and dormant 
for us to ever come in contact with. But these skills will help you with 
it. All right, just one more. The most important thing about a conflict 
is knowing when you are in one.

A lot of times we get into a conflict where there’s an emotional 
struggle going on because human beings naturally get defensive 
about things. I have a colleague, somebody described him once as 
the kind of person who when you knock on his door, he opens it and 
punches you in the face just to see how you react. Well, what’s the 
reaction going to be to that, if somebody punches you in the face? 
Somebody does that- emotionally or psychically- to you, you are 
going to feel like you got ambushed or bushwhacked. And then you 
are going to get defensive about it, and then where? This is going to 
spiral up or down, but it is going to get intense.

There’s a book out called Crucial Conversations, about having a 
conversation when the emotional stakes are really high. Do you know 
what; one of the reasons why I am really glad you are here today for 
this presentation is because what I am going to be sharing with you, 
you can practice for the rest of your life, because the only people who 
never have any conflicts in their life are over in the cemetery. You can 
be in Golden Acres Old Folks Home, and you might have a conflict 
with your own family, or what the caretaking staff, or the personal 
care worker, or the bus driver or whatever it happens to be. But you 
are going to have conflicts for the rest of your life. Do you have a 
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strategy for how to resolve those conflicts? Do you have a goal in 
mind for conflicts that you engage with? Do you have any scripts that 
you’\ have worked out for certain situations that you have come up 
against time and again? Do you have a plan when you recognize that 
there’s a conflict forming?

Well, this is really what I want to try to share with you. I come from 
a big family, so I know a lot about conflicts. I mean, the scars are 
gone, but I used to have fork marks on my arms because in my 
family you had to reach over and try to grab something before 
somebody else got it. I have four sisters and they are all fantastic 
athletes; I have three brothers, they are all fantastic athletes.  But, we 
are all strong-minded individuals. We have a family harmony that I 
call dynamic equilibrium. That is: the first person who takes a deep 
breath is the loser and becomes the listener, because in our family we 
talk a lot.

But over my decades of experience studying other people, studying 
how to be a great athlete, how to be a great student, how to be a great 
person, how to be a great contributor to the world, I have seen that 
I have made some serious mistakes. I’ll introduce you to my wife, 
Jennifer; she could tell you I am still making them. Never too old 
to make a basic mistake. Martha Graham, the dancer, said the body 
never lies. Let’s start with this, let’s start with nonverbal language- 
body language. The body never lies, and if you ever watch world 
poker championships you see they are looking for tells, right, faces, 
hand movements, involuntary movements, and these little tells. These 
little things that will let you know is that person bluffing or if they got 
something good. You are looking for that, right?

Now, everybody in here, if you are not related to one, you have at least 
come across a couple of psychopathic liars. Those people are great 
actors. They learn how to control their facial features and their voice 
production so that they sound like they are very sincere when they 
are telling you something that’s an outright, total lie. Joe Navarro, 
who is the FBI profiler, he said he always starts trying to read body 
language by looking at the feet first and then work your way up. You 
go from the soles to the scalp. Let’s take a look. It is a paradox because 
body language is not really a language. It is used to both hide and to 
disclose feelings that we have. That mind-body link really expresses 
what we are really thinking and feeling.

But there’s two levels of feelings. There’s the overt feelings and the 
covert feelings. Somebody might be expressing enthusiasm for your 
program, and underneath it they are thinking “What a bunch of shit.” 
That’s not cool. I am not doing that, right. Have you ever had anybody 
resist your program when they gave their consent to it when you first 
brought it up to them? Yeah, it is a disappointment; it is a waste of 
time. I want to help you avoid that by reading accurately and iden-
tifying what those emotions are. One of the ways you could do that 
is by looking at the body language. Because the body language is an 
important part of expressing how people are actually thinking about 
what they are doing. But you must look, you must really look.

Sherlock Holmes told Watson, he said, “You see, but you do not 
observe.” You are looking at bodies all the time. You are looking at 
people and you are one-to-one on the office, or you are talking to the 
team as a whole. You are talking to parents at a parents meeting, you 
are talking to your assistant coaches, you are talking to your bosses. 
But you know what? A lot of times we get distracted by the words 
that are being said or by thinking about what we are going to say 
while they are talking. You have to discipline yourself to quiet down 

and actually look. But the problem is you cannot be looking at any 
specific element of their body language because that is going to be a 
distraction and it is going to help you miss what is going on. You need 
to practice it in places that are safe.

Actors are great at portraying thoughts and feelings on television or 
in a film, so you can study that. You can also have exercises with your 
team and have them act out certain scenarios. It could be around 
conflicts, it could be around agreement, or it could be around train-
ing. But have them try to read each other’s body language or hide 
their feelings about it. If you really look you find you have to read 
their body language. You read it. Read the body language; try to see 
the whole body as much as possible. And especially if you are having 
a conflict with somebody, do not sit behind the desk. Do not stand 
face to face with them. Do not put yourself in a position where you 
are going to emphasize the antagonistic relationship because it is go-
ing to intensify it.

Could you stand up for a minute?

Female Speaker 1:  Yes.

Greg Malszecki: Okay. Okay. So, she’s really upset. My assistant coach 
just thinks I am right out the window, right? Okay. Have you ever had 
that happen?

Female Speaker 1: No.

Greg Malszecki: Alright. If she comes in to my office and starts 
yelling at me, if I am behind the desk and I sit there, right, I have got a 
barrier there. She is going to be more intense about wanting to tell me 
off. If I come out from behind the desk, but I stand face to face with 
her what’s going to happen? What do you think is going to happen?

Female Speaker 1: Might get defensive?

Greg Malszecki: Right. What I am going to do is I am going to, first 
of all, say, “Listen, I want to really understand what you are talking 
about. If you could explain it to me, I will be listening really carefully 
to you so I can see things from your point of view. I am going to work 
at that, that’s one of my goals.” I have a goal. I have got a plan and 
I have got a goal and I have already anticipated this because at the 
end of this workshop you guys will be thinking of your own plans 
and strategies for dealing with it. Then what happens, is as we start 
talking and as she’s talking to me, I am moving slightly around 
towards her- just a little bit at a time. I am still keeping eye contact 
with her, I am seeing as much of her as possible, and I am giving her 
my full attention. I am open to her.

But as I am moving closer and closer, so we are standing more 
shoulder to shoulder and talking about our problem here. When I 
go to respond I am only going to talk about our problem. Because 
I want to find common ground, I want to collaborate with her. 
That’s going to be our role. My goal is to collaborate with her for a 
resolution. I do not want somebody to win and somebody to lose. I 
want to collaborate with her; we are forming a partnership. And also, 
we are on the same team. This is my assistant coach. I do not want to 
get this person pissed off; thanks so much.

Female Speaker 1: Yeah.

Greg Malszecki: Thanks. Okay. I worked for one year as an 
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executive placement officer. I found people did not leave companies. 
They did not even leave jobs, they left bosses. 80% of the people 
I saw had great compensation, really good packages, they had fantastic 
situations close to home. They could not stand the boss. “Boss 
wouldn’t listen to me. Everything I said got shot down. Negativ-
ity, judgment, criticism, that’s all I got. I got called on the carpet.” 
Because people use their office setting to discipline other people. 
What’s the message? I do not want to have a relationship with you. 
I want you to do as you are told. All right, so I want you to “READ.” 
The letters, R-E-A-D: read, evaluate, analyze, and then decide.

Now the problem with body language is that is that it is not really a 
language, as I said before. There’s no grammar to it and it is used in a 
paradoxical way. It masks feelings, but it also reveals feelings. There 
are five mistakes that people make when it comes to body language. 
First of all, context is key; you do you know the context of where 
the person is coming from. You got to try to see them in context. 
Secondly, people often interpret one single gesture and then 
they generalize that. I had a number of students who were from 
Jamaica. And in Jamaica, every adult in your community disciplines 
you. You steal a candy bar from the variety store, the store owner 
is going to give you a licking and every other adult on the street is 
going to give you a licking. You are going to get home and your mom’s 
going to give you a licking and she’s going to say, “Wait till your dad 
gets home, you are going to get a licking.”

So, in Jamaica, one of the ways of defying authority is to look an 
adult in the eye as if you are an equal. So Jamaican youth look down 
as a sign of respect. But in North American culture, that is consid-
ered to be deceptive. That is a cultural context. We have a bias about 
looking somebody in the eye. But we do not understand what their cul-
tural context is, where are they coming from, and the third mistake is 
people do not create a baseline. What’s the baseline for where this 
person acts? If you got a swimmer on your team do you know what 
they are like when they are really relaxed? Do they look pensive look? 
Are they smiling? Are they fatigued because they went all out?

What kind of involuntary movements do they look like? What does 
their face look like? What do their eyebrows look like? How are they 
using their hands? What about their feet, they cross their ankles; they 
have their feet flat on the floor. Just look, really look at them, because 
that baseline is going to tell you when you see a change. What you are 
looking for is stress. Now why is stress deadly in the pool? Because 
tight muscles are not as responsive or as reflexive as muscles that 
are relaxed. The best thing you can do is to make sure that you can 
get your athlete into as calm a state of mind as possible so they can 
perform at their best. People do not evaluate objectively. We would 
love to think that we are objective, but we all evaluate through 
personal biases. We all have places we came from.

The example I gave on Wednesday was that I am from Michigan 
originally and when I was an undergraduate I had a teacher from 
rural Alabama. I did not even know what he was going to say, but 
I felt like finishing his sentences for him because it was taking him 
too long to get to the period. It was a personal bias, but the pace was 
different. I wasn’t mature enough to be able to wait for him. This is 
another thing about the telling of cultures. We are often so much 
given towards hard charging, we do not wait for people to pause and 
gather their thoughts and then express themselves because we try to 
fill the gap. Soon as somebody starts talking, ‘All right, it is my turn.’ 
We are often too busy thinking about what we are going to say while 
somebody else is talking. Are you really listening or not?

There is a difference between hearing and listening. You can 
hear what they are saying, but that does not mean you are really 
listening to them. How many disasters have occurred in our lives 
because we were not listening to people, especially those people 
who are close to us. What I am offering you is a way to heal the split 
between your professional life and your personal life. Because when you 
practice these skills, these skills help you be more productive in your 
performance in your personal life as well as your professional life 
and your intimate life because you are actually looking at somebody 
when they are talking to you. They tried to find an example of why 
unhappy couples and unhappy couples were different. They looked at 
every factor, education, job location, family ethnicity, and everything 
else.

Couldn’t find any single factor, but they found one behavior. Do not 
try this at home, but observe your friends. They found that happy 
couples looked at each other when they were both speaking and 
listening. Unhappy couples would look at their spouse when they 
were speaking, but they would look away when they are listening. 
What is the message? If you are saying something really impor-
tant to somebody, is part of your relationship and is affecting the 
quality of it, when you are trying to express that to them and they 
look away; what’s the effect on you? You know, ‘I could care less.’ 
Okay, so read, evaluate, analyze, decide. Remember the five mistakes. 
There is also cultural biases. We have cultural biases. If you have dealt 
with anybody from the Caribbean or if you have dealt with anybody 
from South America.

We have got some Chinese cultures here; they have a very different 
way of relating than we do on North America. I took marital arts for 
quite a long time. My teacher told me when she came in 1989 she 
couldn’t believe that her students called her Helen. She was shocked. 
She said, “They do not respect me, they call me by my first name.” 
They all wanted to shake their hand. Like, that’s just not done in 
China. She was a fifth-generation martial artist. Her great-grand-
father was one of the great heroes of the early formation of the 
Republic of China. She was shocked, and it took her a while to realize 
that there’s a much more casual relationship that’s set up here than 
she was used to.

We want to pay attention, we want to create a baseline. We want 
to avoid assumptions; no jumping to conclusions. Do not look at 
somebody crossing their arms and think, “Oh, that person’s trying to 
block me out.” Or look at somebody cross their feet and say, “Oh, you 
know, they are trying to keep a secret from me.” Are some of these toes 
pointing towards the door, “Oh, they want to get out of here.” Could 
be true, but you have got to look at it in context and you want to look 
these clusters. You are going to be looking for clusters of behavior. I 
am begging you to become experts at this because it will improve the 
quality of your life with every encounter because all of us can sense 
when somebody is giving us a hundred percent of their attention 
or not.

When you are actually studying somebody without trying to focus 
on one specific element in order to manipulate them, they are going 
to realize that you respect them and you want to understand where 
they are coming from. You want to feel what they feel, even if you do 
not like them and they do not like you. This is the thing about team 
chemistry. People talk about team chemistry as if everybody’s going 
to be friends. It is not a fraternity. Everybody has to respect each 
other, but they do not have to be friends. When I was parenting I did 
not pretend to my kids that I was their friend. I told them, I said, ‘My 
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definition of a parent is somebody who could say ‘no’ one more time 
when the child says yes.’ So, if you ask me more than once I am going 
laugh right in your face.

To this day, they have never asked me more than once. It happened 
one time, my oldest daughter did ask me if she could have a candy 
after she came back from a birthday party. I said, no, I told you I 
wouldn’t. The friend whose birthday party it was threw a tantrum in 
front of the parents, laid down on the floor, kicked and screamed. The 
parents ran out to Toys”R”Us and they bought the toy the girl wanted. 
She did not get what she wanted, right? So, my daughter told me that. 
I was furious when I heard that, I thought, “What a terrible example 
of parenting.” Anyhow we are at the grocery store and I am buying 
a week’s worth of groceries and my daughter says, “Well, I want to 
have this candy bar.” I said, “No, I told you no. Put it back.” I could 
see the wheels turning in her head. “Ooh, it worked for my friend. I 
am going to try this, you know. I am going to get my dad to give me 
this candy bar.”

She lays down on the floor; she’s wearing her party dress. She starts 
kicking and screaming really, really, really loud. My daughter has a 
loud voice. If you were on deck, you could hear my daughter yelling 
from the farthest bleachers, believe me. So, I looked down and I saw 
this, I thought, “Oh, this is one of those tipping points.” I said, “I am 
going to teach her I meant what I said.” So I leaned over; and her 
name is Kara. I said, “Kara, everybody in here is a parent and they all 
want me to win. I am going to.”

She got up; she went right to the car. She did not even look back, 
nothing. That was it, game over; I called the bluff.

All right, great. Because you can educate people how to treat you. 
I will tell you this, for sure you are going to come across a few people 
who get excited by fighting. They love conflict. It is an excitement for 
them. It gets their juices up. Anybody that they feel is vulnerable, they 
are going to go after them just to test their strength. But you know 
what; they are going to come back again and again. One of the things 
that I am going to show you how to do is to educate them that you are 
not somebody who is going to cave in just because they are giving you 
a hard time. You are going to educate them that you are going to be 
partners and you are going to collaborate and that you are the coach. 
I mean, how many coaches here have had an experience of some 
parent who tries to undo all their coaching when the kid is on the way 
home after the training session, right? It happens.

I was a swimmer. And that idea of, ‘that coach doesn’t know what 
they are doing, but it is only club around.’ Well, you know what, 
that could be hell, but you do not have to live with that. You have to 
educate that person. You have to educate them into a collaboration as 
a partner. I want you to be as fully conscious of everything without 
focusing on any single element and practice reviewing from the sole 
to the scalp. What is the relaxed normal? That is your baseline, so 
these are the things you look at. I will start from the top and go down 
because we are very facially organized. All right, forehead; is the brow 
crinkled? We have heard the term browbeating, or somebody is using 
their brow and sticking them in your face, they are trying to assert a 
dominance over you.

What about eyes and eye behavior? Are the pupils dilated, 
meaning that they are excited about something or they are 
energized by something or they are afraid? Are they flash-bulbing 
and popping their eyes? That means they are really happy and they 

have got those sparkling eyes, right. Is the eyelid blinking? If the eyelid 
 is not blinking eight times in a minute while you are talking to them, 
they are not there at all; they are completely gone, I can tell you that. 
Just stop talking because they are not listening to anything you are 
saying. You want to look at the lips and smile, what kind of smile? 
A smile can be contemptuous; it can show disgust, it can show 
happiness, it can show joy, and it can show pseudo listening and 
pretense. So you want to be able to read that.

Is it symmetrical? Is it even? Do you see teeth? What are the sounds 
that accompany them? You want to look at the head and the neck. 
Are they leaning in to hear you better? Are they trying to be closer to 
you? We have a recent discovery in psychology, what they call mirror 
neurons where we, as humans, grow up in cooperative societies. We 
try to mirror each other’s behavior. We are wired that way. So, watch 
people that are really in love and you will see they are almost in-sync 
as far as their walking goes. The more you mirror somebody else’s 
behavior, the closer they are going to feel to being on the same 
page that you are. You know you can try to match them. Not in a 
manipulative way, but in a way that shows the respect that you 
recognize what they feel comfortable doing. I will talk a little bit more 
about this when I talk about Gen Z.

The limbs, the shoulders, the arms, the legs, the hips, and the 
torso; how is that? Are they twisted away from you? Are they turned 
halfway in the seat so they are talking away? Is somebody going to 
stand at your office door and not come in and sit down even if you 
invited them to? What does that indicate to you? Are they afraid 
of you? Are they are feeling fragile or vulnerable? Are they disap-
pointed in themselves for a performance that they gave? They feel 
like they mailed it in. What was it? What is it? This is really when 
you want to empathize with them and see where they are coming. 
The hands make all kinds of involuntary movements. We use them 
expressively, but there are also certain tells in the hands and in the feet. 
Are the feet moving all the time and somebody’s leg jostling around? If 
somebody’s sitting back, like daring you to convince them that you 
are worth talking to?

Is somebody defying you? Is somebody going to lean over into 
your space? Spacing is another thing with the movements. Are they 
involuntary or are they intentional? What about the pace? The gait, 
if you are walking with them sometimes; I have resolved a number 
of conflicts by going for a walk with somebody, just like with my 
assistant coach here. We are walking along side by side. I get into 
step with her and you know what? Things are going smoother. We 
are breathing, we are getting some fresh air, we are out in a little bit, 
nobody is going to interrupt us. If I am sitting in the office, the phone 
is going to be ringing, emails are coming in, somebody is texting 
this or that, or somebody is stopping by to see how things are going. 
Maybe not the best place to try to resolve a conflict.

Also, face-tells and other elements. Body ornaments, tattoos, or 
shoes. What kind of shoes are they wearing? What are the kind of 
shoes they normally wear? You go into a car sales lot and they are 
going to look at your shoes before they look at anything else. Because 
they want to try to figure out how much you are going to spend. Fa-
cial expressions. We are going to do a little bit on this. Involuntary 
movements and clichés, people have movements that they’ve picked 
up from television. Remember Gangnam Style? Oh my god, I saw so 
many horse jumps for the year after that came out. I knew a funny 
guy. His dad sent him to Boston University and he spent five years 
as a first-year student. His dad said, I am not paying for your tuition 

24



AMERICAN SWIMMING  |  2020 EDITION ISSUE 2

anymore. That is like $50,000 a year. And he said, “Dad, I can’t help it, 
but they keep giving me early morning classes.”

Voice qualities: the range, the pitch, the pacing, volume, projection, 
the mood, changes, and throat tells. Is their throat bobbing up and 
down? Do you hear some pitches when certain things are said? 
There’s a lawyer in Toronto who has got a reputation for being a 
killer crossexaminer. You know what he does? He never even looks at 
the witness. What he does is he goes over and stands in front of the 
witness box, he puts his hand behind his ear and he asks a question. 
He listens for a change of voice, pitch, or a change in breathing on 
certain words that the witness speaks. As soon as he hears that, he 
drills in on that. Are you astute enough to actually be able to tell when 
there’s a change in pitch in one of your athletes who has come into 
your office to tell you he wants to quit the team?

That would really be valuable for you. If you wanted to work with that 
athlete you want to educate that athlete that you are the best chance 
that athlete has of achieving their goals. You want to be prepared 
for that because now you know what is coming. You have read the 
emotion, you have heard the tell, you have got an idea, and you have 
got a plan for resolving the conflict. But you have to find out what 
the cause of the conflict is. Why does that athlete want to leave? Are 
you the problem? Is the team the problem? Is the performance the 
problem? Are the parents the problem or is it a relationship with 
somebody else? 

We are going to do some little exercises. If you can just get into pairs. 
And, actually your animal companion is probably going to be the best 
one to read.

Because if you have an animal companion at home they know more 
about your feelings and body language than you do, believe me. They 
can read your face immediately. All right, so we are going to try this. 
Here’s what I am going to ask you to do. Okay, sit with somebody else, 
face them. I want you to look away. I am going to tell you a feeling or 
a mood and I want you to turn around and show that, express that, 
with your face. Then see if it is what you think you are projecting to 
the other person. All right, look away. All right. Try the first one. You 
are ready?

Confusion. All right, look at each other.

All right.

All right, you are ready. Look away; distraction. Look back.

All right. Here you go. This is a doozy. You may have never seen this 
before in your life. Now look away. All right, anger. All right, look 
back at each other.

All right. Are we mirroring the neurons or not? All right, here’s the 
next one. Joy. Okay, cool, that’s great. Did you feel the temperature of 
the room change? Well, that’s great. All right, here’s one. Look away. 
Fear. Look. 

One more. Secretiveness. Okay, look at each other. Secretiveness; try-
ing to hide something. All right, one more. You may have never seen 
this one either. Boredom, all right, look at each other, boredom. All 
right, that’s good. 

Now for something that happens a lot in my lectures. Apathy, look 

at each other. Apathy. Here is one from the coach who just lost every 
event that their team was entered for your team. All right, contempt. 
Okay, look at each other. Contempt.

All right, last one.

Surprise. Okay, good. Now you are becoming experts. This is the 
basic level, but now you got an idea. When you are talking to 
somebody, does it ever occur to you to try to identify what 
emotion they are generating and what their deeper emotions and 
their covert emotions might be? I want you to try to pay attention to 
that now and really look. Be observers. Do not just see because if you 
are communicating you want to generate a positive rapport in 
which good things can happen when you invite that person into a 
partnership with you, even if you are having a conflict with them. 
That’s your goal. Your goal is to resolve a difference. You do not clear 
off a knot in your shoelace by pulling harder on it. That’s why Indira 
Gandhi said, ‘you can’t shake hands with a closed fist.’

If you are going to be in a defensive mode, nothing good is going 
to come out of that. Sometimes the only common ground you can 
find is when you and your adversary start laughing about it because 
laughter is common ground. You can change an enemy to a friend 
by thinking of something really funny at the time. That is one of the 
reasons why I suggest you come up with some scripts and plans for 
the kinds of conflicts you have had in your life, including those in 
your own personal life, and prepare for those conflicts by having a 
plan in mind so you do not feel like you are at a loss as to what to do. 
I know I am taking a lot of money away from family law, but the fact 
is I’d rather see you happy in every aspect of your life and not just in 
your coaching.

Because if everything is good at home, believe me, it is good on 
deck. I could tell you from being the head coach for so many student 
athletes, one of the things I used to tell them- which they were not 
too convinced of, is if you are not succeeding in your schoolwork 
you are degrading your team’s performance. Because if you are 
worried about failing a course and you are not telling anybody on the 
team about what’s going on in that aspect of your life and you are a 
student athlete, you are taking your team down. You are taking them 
down because you are going to be splitting your attention on the 
performance of the event you are in. Because you are not thinking 
about the team, you are thinking about what you screwed up and you 
might not be on the team next year.

Meanwhile the coach and everybody on the team, they are 
making plans for the future; you might not even be there. So, my goal 
for you as coaches is that you practice these listening skills, conflict 
resolution, reading nonverbal language, and recognize the 
differences with the generations to the point where you are the first 
person that your athletes want to talk to when something happens, 
whether it is really good or really bad. Or if it is just like, “Hey, I went to 
Disneyland with my family the other day.” Just be somebody that 
they can talk to. There’s a difference between being a mentor and a 
tormentor. As a tormentor, it immediately sets up a dynamic where 
people are afraid to tell you what’s going on in their lives because they 
know that you are going to judge them, or criticize them, or correct 
them. And they are going to feel tension and stress about it, so they 
are going to try to avoid you.

Have you ever had an athlete who just did not want to see you, even 
if you invited him to come by they never show up? Why? There’s 
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something going on in their life that you do not know about that they 
are not telling you about that’s affecting their performance, and it is 
affecting your relationship. You are investing in them. You are not 
surrogate parents, but you are mentors. You are teaching them how to 
live. Your example is one of the strongest examples they have of how 
to live well in a balanced way and still surpass all the expectations 
anybody else in their life might have of how they can perform in their 
life. You are helping them train and set goals to take them far beyond 
what anybody else thinks they can do.

They know if they feel valued and cared for by you, and that you 
really are understanding where they are coming from, and you are on 
their side. They know that you are somebody that listens to them and 
understands them. They know that you have their best interests at 
heart, and they are going to take that same attitude and share that 
through the rest of the team. You are going to bring the whole 
team up that way. This is what you do. You teach without words, by 
example. And you know what, so much of that is body language. You 
know, are you confident? Are you humble? Are you engaged? Are you 
understanding them? Are you listening? That’s it, that’s what I want. 
All right, there’s a pattern trap. Humans tend to simplify. When 
people look at body language they often times think a couple of things 
in a cluster and that pretty well explains the person. Well, people are 
very complex and mysterious. I mean, to a lot of people swimming 
doesn’t look like it is that complicated. But if you just go over to the 
business end of the ASCA conference you could see how complicated 
it can get, and expensive. And as I said, it is always been an honor for 
me to talk to ASCA members because you are the most technically-
oriented. You are dealing in hundreds and thousandths of a second. 
You are dealing with improvement over maybe the whole lifetime of 
an athlete. And also, you are dealing with goals that you are setting 
for people and training programs that you are coming up with, and 
exercises that will help them achieve those goals.

They are dependent on you and your knowledge and expertise. It is 
not easy; it is challenging, it is demanding. Let’s look at the conflict 
resolution. As I said, Crucial Conversations, good book on it. What is 
your goal? This is when you are having a conversation with somebody 
where the emotional stakes are really high. You know the emotions 
are going to be intense. You want to get ready for that by training 
yourself and planning some strategies and scripts that you can use 
in those situations, especially if they have occurred before in the past 
and you know you are going to be running into them in the future. 
There’s no time in your life you will be without conflict. The idea is 
you do not have to knock somebody else down in order to stand up 
for yourself.

You have to be accepting of yourself, but you also have to offer to 
listen to them first and let them speak entirely, even asking if they 
have anything that they want to add, and checking back with them 
to make sure you’ve understood them properly. Because you may not 
have heard it right. What’s that line? ‘I know you think you know 
what I said, but you only knew what you heard, not what I said.’ The 
problem is that we need to check back with people with paraphras-
ing and summarizing. We have to deal with the emotions right away 
because if the emotional stakes are high you want to reflect back that 
you recognize what that person is generating, and also what your 
needs and emotions are in this situation. Because you want to have 
everything above board in this.

You want to handle the pushback, which defeats the spiral. There’s 
a spiral that goes, I push you, you push me, I push you harder, you 

push me harder; we’ve all seen it happening. If you grew up in a 
larger family you know intimately how this works. I used to try to time 
teasing my brothers and sisters so that when I gave them the last push 
my parents would be walking through the door. That waym, when 
they were coming back on me they would get in trouble, not me. But 
the thing is that’s manipulative. We are not talking about that. We 
are talking about resolving the conflicts. How much different your 
life would be from this day on if whenever you found yourself in a 
conflict, about anything, you felt that you had built a way out for 
yourself, of, if not resolving the conflict entirely, at least reducing the 
tension and stress.

Maybe even just by agreeing to disagree. Maybe you are not going 
to come to a resolution in the sense that you are both going to col-
laborate on common ground, but maybe you can agree to disagree. 
If you are an assistant coach and there’s another assistant coach who 
has a completely 180 different take on how to deal with a specific 
athlete, you can take that to your Head Coach and discuss it as a 
debate, or as a petition, or an appeal and then see what happens without 
taking it personally. If people start red-flagging you with words that are 
insulting and ridiculing you , you got take those out of there. You 
can’t take offense at that. You can tell them, “When you use language 
like that I find I am not capable of listening to you any longer and 
I want to understand where you are coming from. I want to 
understand your point of view. But when you call me that name, when 
you use words without dignity, I am not there anymore. I do not want to 
be here.”

There are situations, do not get me wrong. There are situations where 
you have to gracefully exit. If a person refuses to dialogue with you, 
there is no dialogue. They are not there, they are gone. Okay, so 
resolution is getting beyond the conflict towards agreement after 
you have found common ground. Now, you have got a roadmap 
for resolution, you have developed an attitude of respect, you have 
decided that speaking only works if it goes into a listening, and that 
you are going to be the listener first. Then you will be more likely to be 
heard, but that is not guaranteed. There are no guarantees with those. 
But ultimately most people, if they are calm down enough from the 
intense emotions will listen to you after you’ve listened to them and 
they know you have actually heard what they had to say.

Meaning, the question I asked on Wednesday is, aren’t you worth 
a hundred percent of somebody’s attention? And therefore, aren’t 
they worth a hundred percent of yours? I do not care whether it 
is an athlete, assistant coach, head coach, or supervisor. Take the 
roles away, take the status away, take whatever the differences are. 
Underneath, we are all wired the same. There are emotions that I gave 
you to show those facial recognition. Psychologists have found those 
emotions are universal. Anybody in any culture knows what those facial 
expressions are for those emotions because emotions are what make 
us human. We are human because we feel things, and there’s always 
emotion present. Now, even though we are all wired the same, we 
express those emotions differently. That is why you have to observe 
the person you are talking to, to understand how those emotions are 
coming across.

All right. Let’s talk about the Gen Z and generational conflicts. I 
once was going to write a book. I started gathering materials for it, 
about 3,000 years of teachers’ complaints about students. Because a 
very popular topic in everyday conversation is complaining about 
younger people, whichever generation they are. I am in an age core 
where there’s so many other younger people. I mean, I told my kids, 
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please do not celebrate my birthday because if I open my eyes in the 
morning, take a breath and get out of bed, that’s my damn birth-
day. But the fact is bashing young people is a popular topic; why? 
Because they do things differently, they have different values, they have 
different norms, and they have different numbers. They are sitting in 
a different world.

We are talking about true digital natives. Now, in a year-and-a-half, 
20% of the workforce is going to be Gen Z. 80% are going to be 
post-bloomers, Gen X, Gen Y, and Gen Z. I am a Baby Boomer, so I 
am on my way out; that’s okay, that’s fine. Whatever is on the other 
side of death’s door better step aside because I am coming through. 
What is it that we think of when we think of Gen Z? We have these 
stereotypes about them. The stereotypes are so misguided. Yes, they 
are high-tech. Yes, they are high maintenance. And yes, they are high 
touch. You know what; there is a loneliness that comes with social 
media that is incalculable. I said on Wednesday, somebody told me, 
“You know, I got 1,500 friends on Facebook, but I have never met a 
single one.” Well, what kind of a world is that?

You have got a projected personal brand of who you are, but you 
have never talked to any of these people. If you disappear, if you 
are ghosted out, who’s going to care? But they do appreciate face 
to face conferences with people who matter to them. If you build a 
rapport with your athletes, they are going to really value the time you 
give them one on one; they really will. They are going to respond 
positively to it. Yeah, they are high maintenance. Yeah, they are 
high-tech. Yeah, they are high touch. But you know what; they need 
to have you show them how to set goals for themselves. They need 
to self-evaluate their own progress. They need checklists. They need 
to know how to get rid of timewasters. They need to have you help 
them to become a professional in the sport they love. They got into 
because it was fun, but now those goals are manifold into other kinds 
of things.

They also feel that you are showing them how to deal with life. One 
of the things I told Darren Carol was I worked for six years on a PhD 
dissertation. In the last week, when I was coming back from Trinity 
College, Cambridge, in England, after spending a year researching 
variance on it, I disproved the damn thing. It was nothing. But, I’d 
been a lifelong athlete. Do you know what; I had to say, “Well, I gave 
it my best. I went all out. I did not win. I lost, so what.” You know my 
coach used to say in high school, the scoreboard never tells you who 
the best player was. I got to repeat the thing he told me, which has 
always brought me some consolation.

He said, “The worst player on the field is a thousand times better 
than the best spectator in the stands. So, gentlemen, do not leave 
the field thinking that you are a loser. You leave knowing you are the 
champions who just simply ran out of time before you could solve 
your problems.” That has been really helpful. If you look at the 
terms for Gen Z, we can help them to adjust to our ideas of success 
matching their ideas of success. But have you asked them what their 
ideas of success are? Do you know what their goals are? Do you know 
what makes them comfortable and what other experiences they’ve 
had? As I said, for swimmers who have been in the sport since they 
were four or five years old, they probably know a lot more about you 
as a coach than you know about them as swimmers.

They have a lot of experience. They are not blank slates. I mean, I have 
seen the tough love advocates who think you got to form and mold 
these athletes into the champions. That is not really as effective as it 

might be. That cookie-cutter approach has some severe limitations 
because it does not work for everybody. You got to find a way of do-
ing it for that athlete at this time under you as a coach. Let me finish 
off with just one of the quotes. I know we are out of time. Nomura 
said, “Every world champion has a coach, and there’s a simple reason 
for this. You can’t see your own game.” You need to coach yourself on 
paying attention to nonverbal language, on strategizing and settling 
goals for conflict resolution, on figuring out a script and an approach 
for those who are different generations than you.

You have to make, as one of your top five lifetime goals, to become 
an excellent listener in your life. Not at the advanced level, not at 
the elite level, not at the champion level. I want you to be a world-
class listener. And if you try it for a year, if you try actually listening 
every time you have an encounter with somebody, because listening 
is very close to memory. You will have to write a lot less, there’s so 
many benefits to it. But also, the quality of the relationships and the 
rapport you develop with people will reward you immensely. No one is 
successful on their own, life is a team sport. I tell my students, ‘It is 
not what you know or who you know; it is who knows you and what 
they know about you.’

That is where success comes from, because other people will 
make you successful, even if it is just an offhand remark. Hasn’t 
somebody given you something that you heard from them that made 
all the difference in the world with why you are a swim coach today? 
The biggest thing, the problem in communication, George Bernard 
Shaw says, “It is the illusion that it is taken place.” If somebody is not 
listening, that speaking is no message at all. If you have missed any 
texts, you know what I am talking about. People do not generally 
respond well to judgment, criticism, and fear. The best results come 
when athletes are calm. We will partnership, I wanted his feedback. 
There isn’t a one-size-fits-all answer. It requires understanding of 
players’ movements, length, comfort, and learning patterns. And 
then guiding her or him to do what works.

After the workout is over and they are tired, that is the best time to get 
to know them. Their defenses are down. We have just been through 
something together. I can listen to them and find out what they want 
and see the world through their eyes. That is my challenge to you. Try 
to see the world through your athlete’s eyes, through your loved ones’ 
eyes, through your associate’s eyes, your fellow coach’s eyes, for every 
encounter you have. You see when you are talking to somebody, you 
look at their ear and you think about that. Think about that, that’s 
shaped like a question mark, right? So, I ask him questions. Ask him 
open-ended questions; try to find out where they are coming from. 
Try to find out what they go into this with. Try to find out where they 
want to go.
And remember, when you are having a conflict and you want to 
resolve it, read the body language, but have a plan, and have a goal, 
and make the effort to work at collaborating with people that you 
are inviting into a partnership. You are part of the team; you are not 
over the team, you are not under the team, you are not outside of the 
team. Team doesn’t have any Is, but there two Is in listening. I hope 
that was helpful. 

Thanks so much. n
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This is going to be a little bit different in that there are some 
swimming elements to this. But I work with a very unique subset of 
athletes in our sport, 18 to 22-year-old men. That again, that may 
not be directly translatable to the age group coaches in the room, the 
club coaches in the room, the high school coaches in the room, or the 
summer league coaches in the room. But there are a lot of times on 
a given day where I look across our eight lanes and realize that these 
are still just a bunch of knucklehead kids that are swimming back and 
forth and my struggles are your struggles and my problems are your 
problems. Sometimes, the bigger the kids, the bigger the problems. 
Well, that is true. I also put up there this talk or the Cal program it is 
just not me. I put my wife up there. I mean, she is the driving force 
behind this. She is the coach behind the coach. She actually coaches 
in our little summer league system out in Contra Costa County in the 
East Bay of California.

We just had our Contra Costa World County Championships about 
three weeks ago. And for those that have coached in Contra Costa 
County, you know what I am talking about it. It is the most intense 
two and a half day meet for summer league swimming that is out 
there and it is fun just to spectate and be a dad in that moment. 
I run the gambit of being involved in swimming. As a parent, as a 
volunteer, I time at our summer league meets and it is always fun to 
sit down next to a parent. As I grab the watches and they lean over 
and are like, “Have you ever done this before?” I am like, ‘Never. Walk 
me through it.” It is like, ‘Okay, you hit this for the start and you hit 
this for the stop.’ “Got it. You want me to get this lane or all six lanes? 
Because I can get all their times with what they are going.’

So, it is fun to look at it through that lens. I do know what it is like 
to be a parent and just have the heartbreak. My son is nine-years-old 
and just went from going 25s to the 50s. My daughter is eight and she 
is still living the good life of doing 25s. But, it is heartbreaking when 
it is your kids. It is one thing as a coach when your swimmer doesn’t 
reach their goals and it is tough because you are working with that 
athlete for a period of a year or years to help him get to this moment 
to have a great performance. It is on a whole different level when you 
are a parent and your kid doesn’t quite go as fast as they want. I see 
the heartbreak on both sides of it. My wife, as I said, is involved in 
coaching. She is involved with our program. Her self-appointed title 
is, she gave herself a promotion; It is an unpaid position, but she gave 
herself a promotion. She is ‘Vice President of Fan Acquisition’ is her 
title in our Cal program.

I am sure next year she will be the President of Fan Acquisition. It 
is in our life, it is in our blood, it is what we do every day. We are 
surrounded in that community. That is always the word that I have 
really drawn to over the last couple of years is community. I mean, 
we have one in this room right here, our swim community. We have 
one where I live with our summer league swimming and in that 
community, we work on building that community up. It is the same 
thing with our Cal program. We have a community. It just does not 
stop with me up here talking about it. We have a fantastic staff and 
really, the patriarch of our program I am just trying to live up to the 
standard that he has set, is Nort Thorton- who is starting his 42nd 

year at Cal this fall. Then Chase Kreitler, who is our new assistant 
coach, just does a phenomenal job and it also extends to Joel Smith, 
who is our strength coach.

It is a community of us, as coaches, that is helping move this 
forward. I thought I would start off quickly, because as Jason 
mentioned, by coming back to my roots and be in UC Irvine- or as we 
used to call it, the Harvard of Orange County. UC Irvine is probably a 
half-hour south of here, that is where I did my formal education. I put a 
picture of myself and Tim Hinchey because he is a fellow Anteater. 
For those that may not know, UC Irvine are the mighty Anteaters and 
we are mighty. Mighty and few, but it is nice to have a fellow Anteater 
leading the way at USA Swimming. I started my club swimming at 
Cypress Fairbanks Swim Club in Houston, Texas. Went to UC Irvine, 
I graduated with my degree in electronic engineering. That is a little 
important, just in terms of how I think about things and in how I 
structure things for our athletes.

I started out right after school working at a computer hard drive 
company by the name of Western Digital. My first job was working in 
a lab with about a dozen different employees. We would get computer 
hard drives back that filled the customer sites. So, if a hard drive was 
a Dell computer, Dell would send it back and ask, ‘Okay, hey, what’s 
wrong with it?’ That really formulated the way that I worked through 
things. ‘Here is the problem. Now let’s figure out what went wrong 
and how to fix it.’ Then, my second job at the company was doing the 
front-end design work. So, looking forward into the future and doing 
some coding for them, problem solving, etcetera but the same idea. 
‘Here is the problem that we have and this is where we are right now.’

How do we get from this point to this point? For me, a lot of how I 
work with our guys, it is a work backward process. When I thought 
about talking about our program, I wanted to have a starting point. 
I wanted to have a point that I could reference and then work back-
wards to say, ‘Okay, hey, this is how we got to this point.’ Usually as we 
go through the season, as we go through a year, we get to the end of a 
summer. We have a major meet, whether that is Nationals and inter-
national meet, I always think of our season going beyond our NCAA 
season even though I am a college coach and paid by the University 
of California, Berkeley. I really think through that end of season meet 
for us and a long course setting and what we are doing and how we 
are working with our team to get there. Just briefly, I will talk about 
my training environment of 18 to 22-year-old men. But, we had 29 
athletes train in this summer.

We had 24 at US Nationals, we had four at international meets and 
we had one that didn’t make our US Nationals. There was a US kid 
training with us. That resulted in 24 swims in the A final and eight 
in the B final and 6 medals at Pan Pacs. I talk about that briefly just 
because, for us, this summer with our group we really talked about 
putting ourselves at an opportunity to represent Team USA next 
summer in 2019. With three teams selected well, really four if you 
include Pan Pacs, our World Championships, our World University 
Games and our Pan-American games team. With those four teams 
being selected, it was really important for our group to advance into 
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either the A final or the B final to give them a spot and opportunity 
to impact one of those international teams this next summer. That 
was very much a team goal for us, a team conversation with us that 
happened throughout the year.

In a room about a tenth of this size with my guys at the very 
beginning of the year, that was something that was a very tangible 
goal for us that we talked about and that we carried throughout the 
course of the year. I just thought that there was four sort of building 
blocks that helped us get there and that is going to be the essence of 
my talk this morning. I will just go through it quickly here. The fourth 
is really the soft science. I know ‘team-ness’ is not a word, but it is 
how we take what we are doing as a team and moving that forward 
to results at the end of the year. I do have you know, out of those 29 
athletes training with us, about six of those guys were postgraduate 
athletes; they are professional athletes. They do not follow necessarily 
the same college system as they go through. Those are outliers within 
our program. But within that, I need to make sure I am taking care of 
their needs along with our college athletes’ needs and going forward 
as a group.

Our post grads are all Cal Alumni. They are all Cal swimmers and 
so they are invested in what is going on with our 22 to 18-year-olds. 
They have been there, they have literally have been there in lane, in 
the locker room, in the classroom, you know? Two, three, four years 
before these guys have set foot on campus, so they understand what 
they are going through and they serve as great mentors for our guys 
as they move through their time at Cal. Logistical organization, that 
is a big thing for us as we move forward to a major meet. Just our 
physical preparation and then the things that fall outside of that: 
nutrition, rest, recovery. I am going to start hammering through this 
quickly here and we are going to get into the physical preparation 
side of things.

For us, as we go through the course of the season we tend to 
breakdown the approach to a meet. As I said, again, it is that working 
backwards idea. We start at our 2018 Summer Nationals. We want 
to have a good idea of what we are doing one week to five weeks 
out. Some people call that a taper phase. We tend to refer to it as a 
‘fine-tuning phase’ because we have a lot of guys that come from 
different programs we want to make sure that taper has a particular 
meaning to those individuals. For some, it means that exactly three 
weeks out. ‘I go down to singles. I cut my volume etcetera. etcetera.’ 
We tend to think about going into a major meet as if we are landing 
a plane that we are just slowly bringing that in. We are not going to 
drop from 30,000 feet right down to 500 feet on our landing. We are 
going to make sure that we are just taking that down. Anywhere from 
one week to five weeks out we really start to hone in on that racing 
phase, or at least, that major meet race preparation.

We have a three-month summer season that just takes care of our 
long course training and our long course racing phase. As I talked 
about earlier, we have a 12-month focus. This is something that we 
talk about at the very beginning of the year when we head into a 
major meet. It is not talking about NCAAs and then talking about 
Nationals. We start at Nationals and then we work backwards and 
NCAAs falls within that 12-month plan for us. Then, for us, when we 
look at a quad- this was the second year of the quad. I am probably 
going to come back to this. As we went through our 2018 Nationals, 
I had just a handful of coaches that came up and said, ‘Oh my gosh, 
you guys are swimming great.’ To me, a lot of it was a part of the plan. 

Ryan Murphy is a good example of that. I think a lot was said about 
his performance at Pan Pac or at Nationals that ‘Oh, Ryan Murphy is 
back on track.’ And really, he knew it was never off track. It was that 
last year was the first year of a four-year progression for him.

If you think about anything that we do, in the course of sport, if your 
season is three months, you are not taking the first quarter of that and 
wanting to be exceptional. You are taking the first quarter of that to 
the get your athletes in the water, get them moving, etcetera. etcetera. 
Well, this was the first quarter of our four years. Even though it is a 
year-long process, we are just getting him in, keeping him engaged 
on what he was doing, and taking the foot off the intensity. No one 
in that first practice out of the gate is up and racing 20 x 50s on a 
minute. So, for us, it is a very, very slow, logical approach and work-
ing through a four-year process. To talk through our fine-tuning our 
taper phase, generally we work off of a three-practice schedule and 
then move through a three-day cycle. I am going to run through this 
quick, so I apologize.

Our practice schedule is that we double on Monday, Wednesday and 
Fridays. Those are our doubles. Our singles are on Tuesday, Thursday 
and Saturday. For this quad that we are moving through, right now 
as it stands, at the Tokyo Olympics the finals will be swum in the 
morning. The prelims will be swum at night. It can easily change, 
but hopefully it doesn’t because we’ve prepared our team that way to 
be able to handle that. Much like Beijing, much like Jason’s Olympic 
Games in Beijing, the finals are done in the morning. As we have 
gone through this quad, we switched our singles in the afternoon to 
the morning. Usually our Tuesdays, Thursdays, and Saturdays, we are 
looking to get up and race fast in the morning just to help our guys 
with that acclamation period of going to bed at night, waking up in 
the morning, and getting ready to swim their final at the Olympic 
Games.

Our singles, instead of the afternoons on Tuesday, Thursday, 
Saturday, we have moved those to the mornings. Mornings for us: we 
go eight to 11 on those mornings. I get that that is not logical for a 
club program with guys in school and the college system where they 
can move their class schedule around to adjust for that. So we have 
our three practice cycle and then that moves into a three day cycle. 
That is a practice where we are just doing pure recovery workout, we 
are keeping their heart rate below 150. Then, a workout where we 
are trying to keep their heart rates sustained in that 150 to 160 for 
a period of time. We do that for different ways for different guys or 
distance guys we do have to get up and have them swim. For our guys 
on the other end of the spectrum, our sprint guys, we can do that 
through some breath control work that’ll help their heart rate come 
up. We are not really trying to get a lot of muscular fatigue with our 
sprint athletes.

Doing a little bit of breath control set with them, where the heart 
rate comes up is something that that we work through with our guys. 
Then we go some race specific work on the third practice of that cycle. 
I just explained the pattern of our week. Monday morning would be 
recovery or Monday afternoon would be heart rate and then we are 
going to do our race specific stuff on Tuesday. That gives them al-
most 24 hours to recover before we go into a recovery workout on the 
Wednesday morning. We would hit the heart rate on Wednesday af-
ternoon and then we do some race specific work on Thursday. Again, 
they have another big recovery period and then we just repeat that 
that three-practice cycle. When we go to a three-day cycle, we are just 
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doing a day of each of those as we go through.

For us, when we fine tune, we taper based on individual needs. I 
talked about we have 29 guys, so we are able to really hammer home 
or really look at some individual things that our guys need. That is 
not based on stroke or distance, that is based on the individual. I have 
Michael Jensen up there on that picture. Michael is a sprint athlete 
for us in the 100 and the 50. He was 48. He was 22 flat, 48.7 in the 
hundred a long course. Michael is one that does a little bit more than 
most of our sprint athletes. In other words, his volume and intensity 
are up a little bit closer to the meet. We have him in the weight room. 
We lift on a Sunday to go out to Nationals to Irvine. He raced on a 
Wednesday. When we still had him in the weight room doing a little 
bit of strength work on Monday in the hotel weight room. But, that 
is not all of our guys, that was specific to Michael. We’ve had three 
seasons with Michael -- his freshman year at NCAAs, his freshman 
year in the summer, and then his sophomore year at NCAAs, and we 
have screwed up all three.

The fourth one, we finally got it right or, at least, we did better I 
should say. It takes us a while to figure out the individual needs for 
a particular athlete as they go into a major meet. I always like to do 
a bullet point practices through here. In other words, give our guys 
a couple things to do whether that is a set, whether that is a swim, 
whether that is a broken swim, whether that is an off-distance swim; 
so, first 150 of a 200 and then allow them to warm themselves up for 
that effort. Again, we have 29 guys. We have eight long course lanes, 
we are able to have that flexibility. On days we do that, I’ll typically 
stagger our guys in. In other words, I will tell them they are doing 
their set or their swim at nine o’clock and it is probably going to be 
take no more than 10 minutes for them to do their little mini set or 
for them to do their particular swim. That allows them to start the 
process of working backwards.

We have timelines in our sport for prelims and finals and I’ll get to 
this in a little bit. But our guys will know exactly what time they are 
swimming when they get to a meet. So, how do we incorporate that 
into their practice before they get to the meet? If they know that they 
are going to swim their 100 freestyle at 9:42 then what are we doing 
to educate them in practice leading up to that meet so they know? 
‘All right, I am doing this set at 9:42. What do I need to be doing 
at 8.42? What do I need to be doing at 7:42? What do I need to be 
doing at 8:15?’ This allows us in a practice scenario to start working 
through that process with him. A lot of meets, or at least some of the 
club meets that you may go to, may not have a strict timeline that 
they work off of. But, when we get to a Nationals or an NCAA meet, 
they are pretty much right on that. Our guys can start planning out 
and preparing themselves and we like to do that in a practice setting. 
Our summer season, it starts just after the NCAA season.

Again, it is that is three months. I talked a little bit about our training 
schedule already. The one difference between our college season and 
our NCAA season is that we increase our long course practices from 
three or four during the college season to six. That is really important 
for us as we go through. We take three to four racing opportunities. 
We actually created a dual meet against Stanford just to help with 
those meet opportunities. Then we did one training camp where we 
went out to for 15 days. We broke down those three-month seasons 
like, ‘This is what we want to see,’ and we kept it really simple as we 
went through that cycle. I put “AAR,” but it is an After Action Review 
after each of our meets. An After Action Review is sitting down at the 

end of a major meet and figuring out what we did well and what we 
did wrong. It is really hard to do this because at the end of a big meet 
we are really tired. When I say we, it is a staff exercise, it is not solely 
with our swimmers.

Although we will do this a little bit later with our swimmers, as they 
come back off of their major meet, we usually give them a couple of 
weeks to let the emotions settle in before they can talk about what 
went well and what they need to improve on. But, for us as coaches, 
it is fresh, it is raw, and it takes some time to do this. I can remem-
ber in 2016, after Trials, just willing the staff and myself to sit in a 
room and talk for about two hours about what went well and what 
did not go well. We do this after NCAAs, we do this after our Pac 12 
championships. It is a really tough thing to do. It is really hard to stay 
disciplined in doing that. It is something that has been really effective 
for us that way; we do not forget.

We tend not to forget the things that we do badly. I always remember 
those. I always remember the bad swims, remember the things that 
didn’t go right during the course of the season or a course of the meet, 
and I tend to not remember the good things. It is a good time for us 
to sit down and get pen to paper on that. Then, that helps us set the 
plan for the following year. We had to create a balance between our 
post grads and our collegians. Our collegiate swimmers, the course 
of the 12 month focus means sending those guys to some different 
places, doing some different things. But having a plan for them, not 
just having them do what our college guys are doing and hoping to 
goodness that they swim fast at the end of that 12-month cycle. This 
was the second year of the quad for us; a really important year for our 
preparation in a four-year cycle because it really set where we need to 
be in year three of that four your cycle.

So again, this is just more of how we work through our program, 
how we think about it, etcetera. Our logistical organization, just 
three quotes that we work off of. We have a performance psychologist 
that we have worked with in the past, Ken Ravizza. Ken just passed 
away, probably about two months ago on the 1st of July. But, he has 
been with our program for five years and he is very much process 
oriented. You hear that word a lot I mean, Nick Saban makes that 
famous with his football team- ‘process, process.’ We try not to 
hammer that home. It gets a little bit overused. But, we always talk 
with our guys about being where they need to be, when they need to 
be there. We always want to keep the pleasure greater than the pres-
sure, and the last part of that is ‘keeping the process greater than the 
performance.’ So in other words, keep what they are doing in that 
moment more important than thinking about their swim. I’ll get to 
that in just a moment. And then, ‘always just do simple better.’

In everything that we do, logistically, we try and just do really 
simple things but do it really, really well. Our individual schedules on 
meet days. Again, this is very important to us. Our athletes plan out 
their week. I’ll show you an example here of Ryan’s. When they race, 
when they warm up, when they are sleeping, when they are napping, 
etcetera. Then give themselves a little bit of room for flexibility. This 
is his schedule for day four of an eight day meet for Olympic Trials in 
2016; this was his schedule. You are not going to be able to read that. 
I am going to give you another slide where I’ll go through a particular 
day. But the point is, is that every 15-minute segment, he has that 
planned out. Now that doesn’t necessarily work for all of our guys, 
but it worked for him. He allowed himself for some flexibility in there. 
He did the same thing at the Olympic Games in Rio. One morning 
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in particular, because everything was backed up a little bit, he was 
waking up at eleven o’clock or ten o’clock in the morning. Then all of 
a sudden, at eight o’clock, he gets a knock on his door for the drug 
testers that need a sample. Now, that was not on the schedule.

He got up and did that, but the great thing was he had a framework. 
He didn’t throw off his day. He could always come back to his plan, 
always come back to this process. If he had to adjust it 15 minutes 
here or there, he knew where he had a little bit of flexibility and a little 
bit of give to really make that work. This is a more specific day. This is 
the day of his prelim semifinal of the 100 backstroke and how he just 
walks through it. What had helped for us, just like when we went to 
Nationals this summer with 24 athletes, keeping track of 24 different 
individual schedules is very difficult. But what we do as a staff is we 
get those schedules in advance. Every day we can meet as a staff and 
just go through what the person’s individual schedule is and where 
we need to help. This puts a lot of ownership on our guys schedule, 
which is really good. They are not reliant upon us as coaches.

Again, my demographic is different with 18 to 22-year-olds. But it 
really puts them in a spot where they are thinking through what they 
need to be doing in order to have success. Our team itineraries for 
meet weeks, that is where we move together as a team. We keep it 
very simple, little higher-level but still we are working through the 
same concepts of where they need to be and when they need to be 
there as they go through. Our team training schedules: we work 
through about 10 schedules through the course of the year so this 
is backing this up a little bit further. Then the meet itself. We work 
through about 10 schedules for the course the year. Each of them 
has a different rhythm that we move through with the week. I talked 
about our pattern; our double, single, double, single, double, and 
single- that doesn’t change throughout the course of the year outside 
of some training camps that we may do.

As we go through that week, the rhythm of what we do is going to 
change a little bit. At the end the year, I talked about our three day 
and our three-practice cycle. We are not necessarily hitting that at the 
beginning of the year. We are getting after it a little bit more from an 
intensity and volume level at the beginning of the year. This is just a 
very general schedule that we’d work through. Again, that just has 
our practice time. It doesn’t have a level of specificity with what each 
practice is doing. When we get into a training camp environment, 
that is where we get a level of specificity with what we are doing. 
If we are going to go away for 15 days to go train at altitude I want 
them to know what the rhythm of those 15 days are going to look 
like so they can catch their breath at some pieces and places in time 
through there. So, it is not coming to the pool every day and being 
like, ‘Oh, my goodness, what are we doing?’

They can prepare themselves mentally over the course of 15 days to 
be good where they need to be good, to have their thoughts shifted 
towards technique where it needs to be technical, and to maybe just 
shut the mind off on days where there is some recovery. This is one 
of my boards that has the 2015 year. I have four of those boards in 
my office wall. Right now, we are in the cycle of 2017, 2018, 2019, 
2020. I don’t have a picture of what we are doing at 2018 because 
I don’t need to have a picture; I see it every day. But, when the 2016 
calendar year finished up and we started planning for ‘17, ’18, ’19 
and 20 I went through and I took pictures of the boards in my 
office just for historical reference -in terms of where we’ve been 
and what we did.

For me, as a coach, I typically write my workouts down in a calendar 
book. I have about 10 of these in my office that have all my workouts 
in them. In my office, if you step foot in there, you would think that it 
is a hazmat zone with everything. I know where everything is though, 
right? My office is messy, but I know where exactly everything is. 
When someone comes in and cleans it, it really upsets me because 
then I can’t find my stuff. I don’t like people touching my stuff. This 
is our four-year calendar in my office and this is really helpful for me 
because right now where we are every day I see where the Olympic 
Games are, I see where Olympic Trials are. Every day I go into my 
office I know where those meets are. I have two boards on one side; 
I have 2017, 2018 and then 2019, 2020.

And as we get to the end of this calendar year that means only 
half of the wall is important and that is where I get really nervous 
and really anxious because if I am only looking at half of the wall, 
instead of a whole wall, that means that we are getting really close for 
us to the Olympic Trials and to the Olympic Games. This is extremely 
helpful for me, as well, having athletes come in and talk through any 
individual adjustments that they have. ‘Hey Dave, I have a family 
reunion that I need to go to, a wedding I need to go to, etcetera.’ It is 
easy for me to look at it, see where that falls within the calendar, and 
make sure that I am taking care of their needs while they are away. All 
right, nutrition, rest, recovery. This is going to be very general bullet 
points that we move through. I am going to cover this a little bit more 
extensively in my talk at one o’clock.

For nutrition, we have different nutritionists for different areas. 
I know that may not seem very logical, so it is like, ‘Why don’t you 
have one nutritionist do everything?’ Well, then I would have to pay 
them a little bit more. Getting someone to volunteer, you give him 
just a little bit, you give him a little area to do and they feel engaged in 
a part of our program. We have three different nutritionists that are in 
charge of three different things. We have one that is walking around 
our campus, looking at all the restaurants that our guys may go to 
off-campus. Again, they are college guys. Then, helping them make 
healthier decisions in those restaurants, right? Our guys are going to 
go to chipotle, okay? That is not the best or most healthy option, but 
how can we make Chipotle more nutritious? How can we make that 
better? She does a very good job of that with all of our restaurants 
around campus and then does that into the dorms with our guys.

She also runs a cooking class for us when we go up to Colorado 
Springs. If you want to see comedy, you want to see 30 guys with 
knives running around the kitchen. It is comedy to see and I have 
tried their stuff. It is actually pretty good. They do a pretty good job 
with it, but it takes the fear out of cooking, especially for our guys that 
are in the dorms transitioning from the dorms to living off-campus. 
I want to make sure that they know how to do five things. Typically, 
the classes that we run through are very five simple healthy dishes. 
The next class that we run through is how to repurpose those five 
healthy dishes because we want to have them make in bulk so they 
are not having to come home and cook every night so knowing how 
to repurpose that food.

Then, finally, how to make a smoothie. A blender of Vitamix is their 
best friend to get quick nutrition fast. We have someone that really 
works with having our guys shop and be practical in their shop-
ping with what they are doing. We talk about nutrition as fuel for 
our body. Everyone has heard that, so we talk about it as fuel versus 
mouth entertainment. We want to make sure that they are getting fuel 
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versus something that tastes good; that is hard for some. We have got 
some guys that have the pallets of a 11-year-olds. Trying to find the 
right thing for them, they can come over to my house and eat chicken 
nuggets and French fries because that is what we do on a typical 
night. We are trying to figure out ways for them to get good nutrition. 
Then, we have a nutritionist that provides post practice nutritional 
food sources. Rest, this is something that we talk about constantly. It 
is not just at the end of the year, especially with the demographic that 
I have. Video games are a very prevalent thing.

We talk to them about limiting that and scheduling that. We talk 
about how their day is organized and what they are doing. We want 
to make sure that they are limiting that so they are not playing these 
high stress, intense videogames. There is a time for that, but certain-
ly as they are trying to rest and recover, there is a time to shut that 
off. Then, of course, with the way social media and the way they are 
connected to their phones, taking their phones and making sure that 
is in airplane mode so that they are using it as an alarm when it is 
an alarm and they don’t need to get notified when they are resting 
and recovering. We do a lot of massage work, Normatech work. We 
get up into our training room, do some chiropractic work, and some 
acupuncture work. We do some yoga in there, as well. Vitargo is 
something that is has been a staple of our program for the last 
eight years.

It is something that has been a part of our program for eight years. It 
is a no sugar, carb-based drink that our guys drink during a workout. 
It does not cause bloating at all. It is so much better than Gatorade. 
I work in a University where it is either Powerade or Gatorade. You 
get herded into that as your sport drink. “Sport drink,” just look at the 
label one time of a Gatorade or a Powerade. It is not, you are not really 
doing the athlete justice by getting good nutrients in them. Vitargo 
is something that, as I said, we have had in our program for the last 
eight years. We are consistently using that every day. Our guys have a 
shaker bottle because some of them like to take a half scoop or a full 
scoop or a scoop and a half of Vitargo just for their mix. We use that 
over any other sports drink and it is been a game changer for us in 
our program.

All right, last and probably the most important thing, if I was to talk 
about our program it is our team ethos. What we do, how we recruit 
athletes into our environment. The type of athletes that we want to 
have engaged in our community, how we develop them from 18 to 22 
as young men, and how we establish balance in their lives and how 
we continually build out our community. I have been fortunate to 
coach some guys for a long time. Nathan Adrian, now coming upon 
10 years or 11 years, Tom Shields is getting into that mode. It is fun 
to see these guys. I have a lot of guys that are married, none with kids 
yet, but a lot of our post grads that are married- not our 18 to 22-year-
olds. A lot of our post grads that are married that are getting into that 
work/life balance piece. I think we try and build that out at the very 
beginning of their time in our program.

We tend to stay away from social media. I am 42 and I just think it 
is really weird if I “like” a photo on Instagram of an 18-year-old or a 
17-year-old. That just does not feel good to me and I don’t do that. If
you were to take away the social media aspect of it and these 18-year-
olds were out at a beach with their buddies and they take a picture, I
wouldn’t want to be stalking them and as they take pictures be like,
“Oh, man! Cool pic, dude!” I mean, that is what it feels like and it
just feels really creepy to me. We tend to stay away from that in the

recruiting process of things, and I may have to change that the way 
things go. But to me, there are some norms that I have in what I do 
in my life and I want to make sure that that I am not crossing that for 
the sake of coaching in athletes. So, we tend to stay away from that. 
We stay fairly intimate with our group- about six to eight guys in a 
class and we try not to force-feed. I don’t like being sold something.

I do not like to go out and interact with someone who is trying to sell 
me something. We try not to do that as a group or a program. We 
want to make sure that our guys have the opportunity to get to know 
us as we go through it. We typically have pretty small classes, six to 
eight in a group. I have run into this mistake earlier in my coaching 
career of having bigger classes. Then, those classes get pared down 
through attrition. We have six seniors in our senior class and those 
were the same six freshmen that we had as freshmen and I feel good 
about that. We are not recruiting guys to come in to eventually leave. 
We are not recruiting guys to come in to see if it works out. We are 
recruiting guys to be a part of it for four years, 40 years, etcetera.

We want to make sure that they have the opportunity to get to know 
us and that we are working really hard to make their experience an 
enjoyable one. We put ownership on our athletes to build the culture. 
When we talk about recruiting, we end up with very like-minded 
guys, which is very good. We have our guys invest in that and give me 
a lot of feedback. I always tell our athletes, ‘This is someone you are 
going to have to swim with four, three, two years, a year, whatever it 
may be. So, you better like him,’ and then just respecting our founda-
tion. As I said, Nort is the patriarch of our program and I think Nort 
was along the lines of those college coaches that really valued Olym-
pic success. If you go back and look through the Cal Olympians from 
their early 80s, late 70s through the mid-80s on through the 90s and 
2000s to where we are now, Nort set that foundation of what the Cal 
Swimming Program is about.

There have been times where I have gotten away from that. I think 
Nort was great about carrying forward the philosophy of the 
California, Berkeley, where he would have international student 
athletes come in and have a great success. I have gotten away 
from that at times and then I just stop, like, “Okay, that is not us. 
We have got to come back and make sure that that we are offering 
opportunities to the best student athletes in the world.’ That to me is 
something that is really important. I think our foundation is, and our 
big, big, big donors I put this best, that they want to be world-class. 
World-class to me is having success at the Olympic Games, having 
success at World Championships, that is what I think about when 
I think about ‘world-class.’

Understanding that, foundationally, that is where we are coming 
from that is the ethos of what we want to do. We will make sure that 
we are having guys that want to experience that through their four 
years at Cal. I don’t know why I put that as ‘ROI,’ but understand 
the return on investment. When we are having athletes come in that 
they are making an investment in their four years here at Cal, but 
that return on investment is phenomenal. We have phenomenal 
individuals that are still involved in the sport of swimming, that have 
gone on to do things great outside the sport of swimming and all sorts of 
different professions. I hope that they can look back and feel that their 
four years or five years or eight years or however long it took you to 
graduate that the time was valued and it has set them up to be really 
successful. That does lead it into a little bit of development. Every one 
of our guys has a leadership position.
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We do not have captains so it is typically led by our seniors. We do a 
structured study program that is led by our sophomores. Our team 
itineraries early on in the season are written and run by our juniors. 
Our freshmen are in charge of helping our pool set up and making 
sure our towels get done every day, that hasn’t changed so far. Then, 
all of our guys when we get to a training camp environment, we have 
guys that will actually write the practice sessions. These are some 
of my favorite practices because we are about a week into a 15-day 
training camp, which can feel like a month. Things start to can get 
a little bit stale in Colorado Springs, for the folks that are here from 
Colorado Springs I apologize, but it is a little bit stale every once in a 
while, unless Santa comes and visits. 

But our guys will write the practice sessions and after a week, all of 
a sudden, these guys will write a practice session twice as hard as I 
would write it for them. It is just like, ‘Yeah, we can do this,’ and I just 
sit back and like ‘No, you can’t but go ahead.’ They get after it and they 
give it their best effort and its fun. It is fun for them to be engaged in 
that process as a coach. Josh talked about it earlier. It is like, ‘Okay, 
I am in it now. I respect what you are doing.’ I think it is nice for 
our guys to write a workout, write a challenging workout, and then 
realize, ‘Man, this is a little bit harder than I thought it was going to 
be.’ Usually they are in groups so there is one or two guys with a group 
of six guys in there and everybody is giving their opinion. I have these 
guys come to me a little bit later and say, ‘Dave, man, this is hard 
because this guy wants to do this, this guy wants to do this, this guy 
wants to do this.’ It is like, ‘Yeah, welcome to my world,’ you know?

There you go, that is exactly what I have to deal with you guys, so 
work through it. It is always a good way to help them develop and 
appreciate the environment that they are in. On the other side of that, 
I want them to be leaders, but I also want them to have the humility 
and the humbleness to ask for help. This one is harder than establish-
ing leaders. Our guys, especially 18 to 22-year-old guys having them 
learn how to ask for help is really difficult. If we can do those two 
things, if we can lead and ask for help then we are doing a good job 
of developing our athletes as they go through. We establish balance 
to what we are doing in our goal meetings through our academic, 
swimming, and life goals. As we sit down, we are not just talking 
about swimming. We are talking about what their program of study 
is and then what’s outside of that, what goes beyond the swimming in 
the school piece. I’ll give you a great example of what I mean by that.

We had a swimmer Seth Stubblefield, who ended up third at Olympic 
Trials by four one hundredths of a second. Luckily, the second-place 
finisher was his teammate Tom Shields. That made that experience a 
little less painful, but painful nonetheless. In Seth’s year, from 2015 to 
2016, he was finishing up school. He was swimming. His sister was 
in her college season so he would fly back and get to a couple of dual 
meets and a couple of championship meets for her. He was planning 
a wedding in the fall and then he was applying to and going on inter-
views to different med schools around the country. That seems like a 
lot for him, but it was very much balanced. Not one piece of that was 
more important than the other. Swimming wasn’t more important 
than what he was doing for med school. Planning for his wedding was 
not more important than what he was doing in class.

All of that had equal balance through it and that was, I think, a 
big reason for his success at an Olympic Trial setting. There was 
comfort and balance in what he was doing. It wasn’t all about 
swimming. As he came to the blocks, he wasn’t like, ‘I’ve put everything 

of this last year into this moment right here’. No, he put everything 
into his school, into his wedding, into his family, into his med school 
application, and then also into his swimming. There was just great 
balance in what he was doing. We really want to make sure that that 
we are accentuating that as they go through. We want to make sure 
that they are looking beyond their time at Cal. We have fabulous 
alumni that’ll come back once a month. We usually find a guy that 
has time in his schedule to come back and talk to our guys about what 
they are doing professionally.

Some of these individuals are two years out of school, which is great 
information for our guys that are making that transition from school 
in swimming to what they are doing in life. Some of these guys are 
50 years out of school and talking about the bigger picture about 
life. Each message is an opportunity for our guys to learn, to set 
professional goals beyond their time at Cal and also have great 
mentors that they can lean on as they go through their time. We want 
to make sure that we create time that is theirs. We do a fall break. 
I actually picked this up from Terry. I didn’t like it and though at the 
time, ‘Why is she doing that?’ But now, I fully get it and understand 
it. We would give them a three-day weekend in the fall at the height 
of probably their academic stress level and physical stress level and 
it is a way to say, ‘Hey, that Friday, Saturday, Sunday is yours. Take a 
vacation, go home. Do what you need to do,’ and I thought that that 
was a really ingenious idea.

We have that on the calendar well in advance so they can plan for 
that and they know, ‘I’ve got this weekend off,’ as they go through 
their time. That doesn’t change– even if they have an injury, illness, 
etcetera and they have missed a little bit of time in the fall. We do not 
use that weekend as a makeup weekend; that is their time to vacation, 
get home, etcetera. I mentioned Cathy Durden, my wife, at the very 
beginning. She is the mastermind of how we build our community. 
For our alumni, she is our VP of Fan Acquisition. She is out com-
municating what we are doing, developing our community. I think 
we have close to about 120 friends, family, alumni at NCAAs. About 
half of them are wearing bear suits that you can see up there and that 
takes work to create that. But, our guys on the pool deck feel that, 
love that, and we work hard to create that. I think it is a really, really 
important piece of our program. Fortunately, we have alumni that are 
just as crazy as our guys in the pool that come back and support that. 
It is really fun to see that up in the stands, year in, year out. 

We do a couple of things, where last fall we had a men’s swimming 
social. We had a great turnout there. We do a gala that is happening in 
about three weeks. Then, of course, the NCAA event in which we re-
ally engage our community to come out and be a part of it because it 
is important for us to be a part of it. It doesn’t stop. It is not four years 
for us, it is forty years. I know that is a good college coach plug line, 
but we really do mean it and we really do feel that it doesn’t stop when 
they are done after the four years. We have had guys that have cheered 
so hard at NCAAs, they have broken their leg cheering for our guys. 
Luckily, they come back and they can stand on two feet this day and 
age, so it is fun. Our community provides mentorship, internships 
and that has been really key to our success as we’ve gone through. 

Thank you very much and ‘Go Bears.’ n
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Don Swartz: Well, I appreciate the kind words and your applause, 
but I came for neither. I am not sure exactly why you came, but 
I came because I think this is the greatest profession on the 
planet. Now, you could argue that the medical profession is indeed 
important. And in the early part of June in 2004, Dr. Howard Luria 
was the most important person in my life when he put a stent in my 
chest. If you have never had that, but you get the opportunity to do 
that, it is a beautiful thing.

You feel better like in three seconds. It is like “Oh.” But he didn’t 
put the life in me, he allowed me to live; you put the life in the 
people who live with you every day. You can say, “Well, teachers are 
important, and they teach you the ABCs and ups and downs of the 
educational system,” and yes, there is some value to that, but they don’t 
spend nearly the amount of time with the young people that you do. 
Maybe an hour a day, five days a week, maybe a couple of semesters. 
And then, you are on to the next teacher and they are on to the next 
student. So they don’t impact people the way we impact them.

If they don’t do so well at it, they get a B instead of an A. Their GPA 
is affected, 0.20. Instead of getting into this university, they will get 
into this university. It won’t keep them from experiencing the upper 
level of education. If a swimmer misses a JO cut or an Olympic trial 
cut, they don’t get to go to the almost Junior Olympics or the pretend 
Olympic trials. They miss, they miss.

Pete Motekaitis is getting inducted in the Hall of Fame. One of his 
classic things is ‘the stopwatch never lies.’ So, swimmers, runners, 
downhill skiers: the stopwatch never lies. And so, what we do is 
we take the young person who doesn’t make the Junior Olympics 
or the Olympics trials or whatever, doesn’t make their cut, and we 
help that person figure out how they remain relevant. We continue to 
put the life in them. That’s why our profession, I believe, is the most 
important profession on the planet.

We work with kids who ordinarily wouldn’t have the opportunity 
to be shepherded through life. You can say, “Well, the swimming 
structure is very important,” and there’s no doubt about that, 
swimming is the only sport I am aware of that can actually save your 
life. But once you learn to swim, what are you going to do with that? 
Some people will never do anything with it other than be water safe, 
and that’s fine, but if they show an inclination to be a competitive 
swimmer, they end up in your lap, and you’re charged with helping 
them navigate.

It is a big responsibility, one that I think we all take seriously whether 
we are summer league coaches or Olympic level coaches. We need to 
understand how valuable we are in the process. So, as Don said, you 
know, this profession of ours is really something special. I mean, we 
have been doing this for 50 years, it didn’t just happen and then all 
the energy ran out of it. The association is actually 60 years old. That’s 
awesome. With any luck, it will be here 50 years from now. Some of 
you would be the people standing up here. Has anybody in the room 
been to all 50?

Okay. We know that some are here for the first time this year because 
Don showed those in. How many people have been here 10 times or 
more? Show your hand, it must be important to you; how about 20 
times or more? Still a bunch of hands, this must be really valuable. 
I really think that this is like the best week in the year. Well, that is- as 
good as a week I spent with Madeleine in Roatan last April.

But pretty darn close, and it is almost as good and sometimes better 
than the week I spent at the Big Meet every year. People mourning, 
“I got to go over there for a week.” I went to Clovis this summer and 
people are mourning, “I am going to Clovis in the summer time” for 
Western Zones. I couldn’t wait to go down there. Number one, the 
weather is the best for finals. It is. It is 90 degrees, the sun is out of 
the sky, it is down on the horizon, there is a very light breeze if you’re 
lucky. Nobody’s hands, feet, head are cold; it is perfect swimming 
weather, perfect.

I couldn’t wait to go. It is a lower level than Futures or Nationals, but 
you know what? I am going down with 17 kids. I am having the time 
of my life because they’re totally engaged in what they’re doing. How 
could you ask for something better than to be involved in an activity 
where people want to do it? I am hopeful that you are at the point of 
your career where you no longer have people coming to you that are 
made to come by parents or somebody. Help them find another place 
where they can be better served, if that’s the case. Our sport isn’t for 
everybody. You know, some kids like games. Well, if they like games 
and they can swim- get them into a water polo program. Some people 
like the unanimity of being on a team, and if the team wins, great; if 
they don’t win; you know, it is “I didn’t score touchdown because the 
guy didn’t block for me,” right? In swimming, you either pull it off or 
you don’t. And so, it is a lot like life in that respect, in my opinion.

Buck Dawson was the first Executive Director, back in 1958. He was 
actually called the Executive Secretary and he held that job for a year. 
And then, Bob Ousley came along. They did have a clinic in 1968 in 
Hollywood, but it wasn’t one of the real ones. Once it made it on the 
list, the first one here was in Washington D.C. The first one I went 
to was in Palo Alto in 1970. I thought, “This is really cool.” It is a 
little different than this one. Their first clinic, there were like three 
speeches in the morning and three in the afternoon for two-and-
half days. There are 71 presentations here this year. 71 - you couldn’t 
possibly go to all of them. But you can get that booklet either in 
print and/or CD ROM form, so that you can have the entire content. 
I asked John, when was his first day on the job? He said he started 
in January of 1985. He said, “I remember it was like yesterday.” He 
said, Jack Nelson and Bob Ousley took me to lunch and at the end 
of it, Ousley said to Jack, “He will do.” And so, John’s been added 
ever since.

So, John asked me if I would give a presentation that could act as an 
educational format and as a motivational, thought-provoking. “You 
could do anything you want, Don and call it anything you want.” So, 
I thought, “Well, it is anniversary time.” Let’s look back a little bit at 
the people who influenced me, as it is all about me. John said so. The 
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people that I chose are not some of the ones that you would choose. 
We all have our own cast of characters that influenced us as we 
proceeded along in becoming a professional swim coach. 

Bob Ousley is the first one that I can remember. There’s Bob right 
there. I thought Bob is a pretty engaging guy. Now, judging by the cut 
of his clothes and the swimsuit on that guy, and the fact that there are 
no goggles, I am guessing that’s probably early to mid-60s. But then 
the best picture of Bob is this one. And I’ve seen, Bob Ousley, that 
captures him; a certain irreverence, a certain ‘I don’t take myself too 
seriously,’ and, ‘if life is not worth smiling about, I don’t know what is.’

Then of course, we have today’s Executive Director, John Leonard. 
Now here is a rare sight, if you know John. I said, playful. You don’t 
see John with a big smile like that very often. But he is capable of it 
more often you see him looking like this, he is very intent. John has 
a purpose, and it is you and your wellbeing. And by association, the 
wellbeing of the people you work with.

There is another guy that made a big impact on me as I grew up, Phil 
Hansel; he was one of the early Presidents of the ASCA. This picture 
to me strikes it perfectly. Phil was flamboyant, and I sort of thought 
of him as the “Caped Crusader.” He published an article that was 
reprinted in the February issue of 1988 Swim Magazine, 
Preparation for Life, he said, “Not everything we do in life is a pleasant 
experience.” I’ve always felt that the great value of swimming as a sport 
is it prepares one for life. Swimming is the cross-section of lifetime 
experiences that can provide so many learning situations. I repeat a 
bunch of these, if you like a copy, come up here afterward and help 
yourself.

Phil Hansel. George Haines. I was in a presentation this morning 
with Mark Schubert and Kathleen. I’ve spoken to George Haines. 
George Haines was at Santa Clara Swim Club when I just got started 
at the Marine Aquatic Club in San Rafael, you can get there in about 
an hour on Sunday morning at 5:30. Otherwise it takes about an 
hour and a half, but he had the 800 pound gorilla when I was getting 
started coaching. George was very passionate about what he did. He 
was totally engaged with his swimmers, totally. Oftentimes you see 
him right down at pool level. Then this one, I thought, “I know that 
guy.” He’s like he knows something that nobody else knows, like he 
swallowed the canary, like he is one step ahead of you. And for a long 
time, he was one step ahead of many people. Then, there is the picture 
of him being contemplative.

George actually gave me the first kick in the seat of the pants that I 
needed to get my career going. When I was 23 or 24, I had a young 
lady qualify for nationals in the 200-yard breaststroke. I thought I was 
pretty hot stuff because I was so young, and I had achieved this thing 
with this new club that I had just kind of put together. We went down 
to that meet, and she swam within a 10th or two of her best. We have 
all been there, right? And came back and ready to go back to work for 
summer, and got a call from her parents.

We are taking Leslie to Santa Clara. You have all had a parent whose 
kid swims well at the Junior Olympics, and next thing you know, 
they’re thinking about the “Real Olympics” and how great their kid is 
going to be. And so, I had a pity party for about a week. “It is not fair, 
George, why did you do that to me?” George didn’t know me from 

Adam. He didn’t do it to me. He just did what he does, running a heck 
of a program. Then I thought, ‘I better get over my little hissy fit here, 
otherwise I am going to continue to send people to him for as long as 
he is there and I am here.’ That one little thing made an impact on me. 
That’s the last swimmer that I lost.

You know this guy, Jim ‘Doc’ Counsilman. This guy is so famous that 
he’s got a lecture named after him, The Counsilman Lecture. Doc 
wrote perhaps a book that is still supremely relevant, the Science of 
Swimming. If you haven’t seen it, and I am not sure if you can get it 
on Amazon; I got a copy I’ll loan you, very relevant today. Doc was 
totally involved with these guys, totally. Look at that smile on that 
guy’s face. Look at the smile on that kid there, so interested in that. 
Then it was the teacher, Doc; he was a Ph.D.

Doc had a pension in the early 70s for shooting the old super eight 
films. He had the swimmers put lights on their fingertips, and then he 
had grids on the side of the pool. Then he turned all the lights off in 
the pool and he watched them swim and you could watch their hand 
patterns against the grid. And at the time, he had four swimmers that 
he had filmed. I apologize to the fourth, I don’t remember his name, 
but Mark Spitz, Gary Hall, and Rick DeMont were all able to put their 
hand in the pool and take the stroke and have their hand come out 
of the pool in front of the place where they put it in. I never even 
thought about that stuff. But when you think about it, the water isn’t 
like the land; when you pull on it, the water moves, and your hand 
usually goes backwards. I got a bunch of swimmers at home who have 
their hands go backwards. I am working on that.

One of my favorite things to do is to watch breaststrokers. I watch 
them as they go down the pool and their hands start. Let’s call it 
right here at the mark on the lane line. I like to see if their hands go 
backward or if they can pull themselves up to their hands, or if they’ve 
got enough leverage so that they can actually have their hands finish 
the stroke in front of the spot. Doc was the first guy that I know of 
that filmed that; got me to thinking about a lot more than I’ve been 
thinking about. Then, there was Doc who was always engaged.

I got to tell you a quick story told to me by Mike Troy. Mike Troy 
made the Olympic team in 1960 in the 200 Fly. He won a gold medal 
and he was on the Medley Relay and had another gold medal, and 
Mike is a larger than life character like a lot of swimmers and swim 
coaches. That’s okay. Mike said in the spring and the summer of 
1960, there were a bunch of us getting ready for the Olympic trials, 
and we were like fired up because we knew we were hot stuff. We let 
Doc know that we knew we were hot stuff. And so, Doc at one point, 
was exasperated and had enough. He bent down by the side of the 
pool, and he said, “Guys,” and he dropped his keys on the side of the 
pool, he says, “Guys, lock up when you are done.” He turned and he 
walked off.

They had some more fun, and then they decided to stop, and they 
got out. They locked up, they went off, and they came back in the 
morning and there is no Doc, but they had the keys. They opened 
the pool up with the keys and they went in and started swimming. 
They realized - Doc’s probably not coming today, maybe we ought to 
get to work. After the third day, they walked by his house, and Marj, 
his wife, was out front working in the garden. “Hi, Marj.” “Hi, boys, 
how you’re doing?” “We are doing good. How is Doc, is he okay?” 
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“Doc’s fine. He is in the back working on the roses.” “Oh, okay. Well, 
we hadn’t seen him for a few days and -” “No, no, he is fine. I’ll tell 
him you were asking.”

Marj, of course, was in cahoots with Doc on this. So, Doc came back 
five days later, and Mike Troy said, “We never worked so hard in our 
life,” in those all five days. That guy was a genius. He knew exactly 
what he was doing way more than many folks even as great as they 
look at him, gave him credit for.

Oh, this guy, this guy is here today. I saw him outside, yeah, John 
Urbanchek, you can give him a round of applause easily.

This might be my favorite picture, right here. Look at that. John is the 
biggest fan of swimming that I know of. It is really important to him. 
When somebody does something really well, he is willing to celebrate 
it. He is a magical guy. In addition to which, if I had kids, I don’t, but 
if I did, I’d be really okay with him being the guy who helped my kids 
through the process.

Story about John; we were laughing one time by the pool. He said, 
one day, when he was at Michigan, indoors, took his flip-flop off and 
kicked it in the lane. The flip-flop went like that, ‘shooo,’ ‘shooo,’ came 
right back to him. ‘You don’t think there is a current in that lane?’ And 
then, of course, the other side of John, the pensive side. Always think-
ing; came up with all those colored charts.

This guy, Stix Ballatore. This guy made a huge impact on me. He was 
always looking at stuff. He always had his eye out, “What’s going on?” 
“How is it going to help me?” “How is it going to help my guys?” 
“What’s happening with my guys?” Honestly, if you learn nothing else 
from this clinic, learn to be honest. Don’t kid your kids; they know 
when you are not being truthful with them. When they come back 
and they have a crummy swim, don’t say to him, “Wow, good job.” If it 
wasn’t a good job, you can approach in any number of ways, but don’t 
try to tell him it was good because they know it is not. You can’t say 
turd anymore on the pool deck, but we are not on the pool deck, so I 
can say, “Turd.”

I am on the pool deck at the L.A. Coliseum in the early 70s, and one 
of his swimmers - to use his vernacular- laid a turd on a relay leg. It 
was on the second or third leg, I forget which, and a kid comes out of 
the pool and Ballatore says, “I am putting you on the end next time, so 
if you lay a turd, the whole world can see it.” Being honest, he wasn’t 
mad at the guy. He was mad at the effort. I like knowing where people 
stand, so if somebody does something right, tell them; if they are not 
doing it the way they are supposed to, let them know.

Then, Ron was a really focused guy; really focused. I couldn’t find a 
picture of him smiling.

But, I’ve seen him smile. I have no idea why he did this to me 
personally, but I am at the Long Beach Plaza Pool, late 60s, early 70s, 
and I am walking down the deck and he comes up and he drapes 
his arm around me. If you’ve been with Ron, you kind of go, “What’s 
going on, coach?” “Hey Ron, how are you doing?” He says, “Look over 
there.” And on the other side of the pool was this older gentleman in a 
bathrobe and a pair of slippers shuffling along like this. He just 
finished his swim as the meet was getting started. And Ballatore said, 

“That’s you and me in a few years.” Oh, man. He was a good guy, 
that one.

Now, you know Peter Daland. Peter Daland was several things in 
my mind. He was very specific, he wanted specific things in specific 
situation and he was willing to explain why and what he wanted, 
and when he wanted it. Peter was all about the team. The team is 
number one. This is a bunch of guys from his USC team, one of his 
USC teams. This is where he was college or the LAAC or a USA team. 
He was a coach with several USA Olympic teams. He was open. This is 
something that I think you will find with all really capable coaches. 
They are open to the possibility.

I learned this firsthand in 1972. One of the swimmers in our team 
made the Olympic team and we had just started the first formal cycle 
program. We worked hard for a day, and we rest for a day, and we 
work for a day, and we rest for a day. It was a little pattern that we 
had developed. It worked well for a lot of people in our team. We 
were supposed to, as club coaches, hand in little sheets about what 
our athletes looked like, and what they could expect. Peter was open 
to the idea of trying to help the swimmer stay comfortable. He looked 
at that thing, and he said, “I don’t know about this. This doesn’t make 
any sense. I’ve never heard of this.” But then he said, “Well, the guy 
did make the Olympic team in two events and he set the world record 
at the trials in the 1500. Maybe we should just keep an open mind.” It 
worked out pretty well, mainly because he is Head Coach in charge of 
who was willing to be open.

This guy, Jack Nelson; if you were on the pool deck in the late 60s early 
to mid 70s, even late 70s, this guy was a fixture, very self-deprecating. 
‘I beat anorexia.’

I love that. Then, one of the most positive people on the deck 
anywhere, I can remember walking on the deck. He hardly knew 
me, but he’d seen me around, he goes, “Hey, horse, how you’re 
doing?” Everybody was ‘horse.’ Horse or darling; the girls were darling, 
guys were horse. Big smile. Then in his shirt, I can remember seeing 
everywhere in a late 60s, early 70s. “Access to success is through 
the mind,” that was on the back of almost every shirt that the Fort 
Lauderdale team had.

There is one more I share with you, Philip Cardone; for each of us it all 
begins somewhere with someone. Phil Cardone was a history teacher 
at Monson Academy, a small boys’ school that I attended. I attended 
there in the early 70s. He was the football coach. I played football. 
And in my junior year, I can remember as if I were sitting here today 
with you, he is sitting up on the podium in fifth period study hall and 
we are all studying, sort of. He looks out at me and he goes, “There, 
you.” “Me?” “Yes, yeah, come up here.”

I come up, and on the table, he has got three or four sheets of 
paper spread out with Xs and Os on them, diagrams of plays. He said, 
“What do you think?” “Do you think this would work?” That was the 
first time in my 16 years that anybody had collaborated with me and 
anybody had asked my opinion about anything. I thought, “That’s 
pretty cool.” This guy, the football coach wants to know what I think 
if this play will work.

I wonder how often you ask your athletes, “If we do this, the 
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intended result is this. What do you think?” “How do you think that 
will work?” “What do you think is the best way to swim your event?” “I 
got my opinion based upon my experience, what do you think?” And 
boy, when you get them to start thinking, and giving you input, it is 
awesome; everybody has got a Phil Cardone. Mark, this morning, you 
named the guy who wanted you want to be a coach instead of a lawyer 
that your father wanted you to be, everybody has got somebody that 
flip the switch from. I took the opportunity of this presentation to 
ask a handful of coaches and swimmers their opinions about three 
different things: How’s swimming changed in the last 10 or 15 years, 
what do they think it look like in the next 10 years, and how has it 
impacted them? I share this with you in the spirit of sharing. This is 
Dana Kirk, Pasadena PASA.

Dana Kirk: My name is Dana Kirk. I am one of the site coaches for 
Palo Alto Stanford Aquatics. I believe that over the past decade or so, 
the water swimming has changed by introducing a lot more athleti-
cism. Our athletes are a lot more athletic. Our coaches are coaching to 
bad athleticism. We moved a little bit away from the grinding method 
and towards more specialized training. By having that, the sports 
become more exciting. People are staying in the sport longer; 
people are coming to the sport more and the spectators more, which is 
really cool. At the same time, I think that by having people stay in the 
sport longer is actually, for better or worse I think it is up for debate, 
but we do have a lot of people staying in the sport longer. The cuts are 
getting a lot closer together. There is a lot more people vying for those 
spots, and we might be losing some generations of swimmers along 
the way there.

Don Swartz: You know Dave Krotiak from Fox Valley in Chicago. He 
is going to say, “Hi,” to you.

Dave Krotiak: First of all, hello to all my friends out in California. I 
hope this time you are doing well. The last 10 years, we are seeing the 
involvement around the Internet and information and organization 
of it. It is getting better and better each time, whether you are looking 
at downtown athletes who comes at meets to organizational structure 
as far as club goes. There is a bundle of information that is much more 
organized and detailed than ever before.

Don Swartz: This is Craig Carson, local coach.

Craig Carson: My name is Craig Carson. I coach the Brentwood 
SeaWolves in Northern California Club Team. I’ve been a high school 
teacher and swimming coach for the last 36 years; recently retired 
from Heritage High school in Brentwood.

You asked how coaching has changed in the last decades? One of 
the things that is very evident to me is the level of fitness kids have 
coming into our programs. Today, kids when they come in, no 
matter what age, 8, 10, 15, they don’t have the level of fitness that 
swimmers used to have kids coming in. They need to have other 
physical activities besides swimming built into their training 
programs to give them the benefit of the cross training. I think 
that the challenges are well-known with social media. I think that 
E-Sports is also playing a part in this, kids’ video games. Kids to-
day can earn scholarships in some of our big universities through
E-Sports. That’s a challenge for us. The competition for the kid’s time
is becoming greater with more and more choices for them to make.

The knowledge of our sports has become much greater than it used to 
be. Getting this information to the kids takes more time. It also means 
that they have to have more intent in their practices than they used 
to have. That intent is difficult when the kid’s focus isn’t as good as it 
used to be because of all the distractions. 

Don Swartz: Richard Shoulberg

Richard Shoulberg: What I do think is today’s kids will work as hard 
as any group of athletes I’ve ever taught. It is the responsibility of the 
coach to set the standard and raise the bar every day.

Don Swartz: This is a guy, who is coached for 50-plus years, very 
successful. He believes that today’s athletes will work as hard as any 
group. It is our responsibility to bring the level of expectation every 
day. What will it look like coming down the road? Dana Kirk, again.

Dana Kirk: In my opinion, 10 to 15 years down the road, I am hoping 
that we have a very professionalized league of swimmers much like 
golf or like tennis or other country club sports, and with that needs 
to come money and needs to come sponsorship. It needs to be as 
exciting as possible, which is kind of how our sports are moving 
anyway. I feel like that’s a good thing.

Don Swartz: Abi Liu, who coaches a team called Peak down on the 
Peninsula in Northern California.

Abi Liu: Another thing that I think that will change is since the 50s 
are now in official event, I think we will have a lot of more cross sport 
athletes. Athletes who say that doing extreme sports and they have 
some swimming background when they were young. They might be 
able to show up in our sports and swim a 50 and do really well, and 
vice versa. I think you know with that flexibility, we are offering a 
lot more opportunities and opening towards for many athletes doing 
cross sports.

One of the big things I think that’s going to change in the sports of 
swimming in 10 years is the diversity. It is not just the skin tones 
that were going to include a lot more athletes in different ethnicities, 
but also coaches as well. USA Swimming is doing a great job with 
diversity inclusion, development and the diversity swim camp is an 
awesome experience for all of us and not just to athletes, coaches as 
well. I think that this diversity will change, in the 10 years, the face of 
swimming all across the board, coaches and athletes as well.

Don Swartz: What about the impact of coaching? It works both ways. 
We know that we impact them, but they impact us. I mean, there is a 
selfish component to this game, at least for me. I mean, I know that I 
am working within positively influencing others, but I am doing it for 
a reason for me, as well. Let’s look at it from both sides for a moment.

Male Speaker 1: Well, it is the best job ever. I mean, there are not too 
many jobs that you can be motivated, challenged, and look forward 
to every single day. You come across unique people both in athletes, 
professionals or officials that have all kinds of different channels and 
then coaches, of course. Most giving environment, as far as people 
willing to share their information. East Coast, West Coast. And, of 
course, my friends that are in Illinois. Nobody holds back and it is the 
greatest environment. Every day I am learning something.
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Don Swartz: Jon Denton-Schneider swam for North Bay Aquatics and 
at the University of Arizona.

Jon Denton-Schneider: My coaches have had a huge positive impact 
on my life. One of the most important things I learned from them is 
to be process-oriented, not results-oriented. There is no way to 
guarantee myself a certain outcome. The focusing on doing every 
step along the way in the right way has always seemed to improve 
my chances. When I fall in love with the process, I usually love the 
results, too.

Another major lesson my coaches taught me is to do the best I can 
with what I have. I might not be the most naturally talented, but I 
might be only operating at 75%. But the way to honor my team is to 
do whatever I have that day into making myself better.

But the most important thing that coach taught me was something 
that Don always said, “Our greatest power in life is the power to 
choose.” I can choose to give it my all today, or I can choose to mail 
it in. I can choose to be engaged in the process, or I can choose to 
just go through the motions. I can choose to love what I do, or I can 
choose to hate it.

Having left the swimming world, I can see how few people actually 
realize that they have this power over their own lives. I know that I 
do, and it was because I was lucky enough to have coaches like Don.

Don Swartz: I want to go back here for a second; Bradley started out 
in the Lesson Program that Ken taught at the Tiburon Peninsula Club 
when he was five and he swam all the way through until he was a 
Junior National Level swimmer. He went to Duke and was a captain 
there his senior year and then ended up in Olympic trials in the 200 
IM, so he’s seen a lot.

Bradley: How has coaching impacted you? I have always held the 
theory of the role of coaches in kid’s lives that there are three main 
influences in a child growing up: their parents, their teachers, and 
their coaches. In different forms, they all are telling you what to do, 
and how to do better. Parents and teachers happen to be influencing 
on subjects that the average kid is pretty versed to; 14-year olds on 
average are not overly excited to hear their parents guide them on how 
to clean their room nor they overjoyed when a teacher is explaining to 
them differential equations or Spanish.

Coaches have it easier though, and more often than not their task with 
showing the kid is how to do the thing that he or she loves. This puts 
the coach in different light. I mean, I remember hanging on every 
word my coach said. I worked hard in the pool. Part of that was for 
my own benefit, but part of it was perhaps even more so for my coach’s 
admiration and respect. You coaches have such a strong power over 
your swimmers and extends to every facet of these kid’s lives. They 
will listen to you because you are showing them how to be better at 
something they love or to very least enjoy enough to continue doing.

My swimming habits and even my life habits have really been molded 
in part by the words of my coaches growing up. So, thank you for 
listening to my piece, and Don, thank you for giving me a chance 
to share.

Bradley: Some of Don Heidary’s guys.

Male Speaker 2: I have been swimming for three years on this program 
and it is been pretty life-changing experience. I came in as a freshman 
after water polo, and I have just grown as a swimmer. I started off at 50 
point freestyle, and now at the end of my senior, I went 45.76.

Male Speaker 2: I have also been a team captain for a year now, which 
is a pretty big step-up because me being an underclassman, I was 
not super mature. It really changed me as a person. I feel like I have 
matured a lot and just become a nicer person, especially around my 
teammates and friends.

Male Speaker 3: Yeah, I have been on a few teams in the past few years, 
and the big difference for me is the kids themselves and the mentality 
that they have. A majority of them work very hard and it is a pleasure 
to be around them. I think that when everybody is working hard, it 
brings us all up together, and it really makes a better team dynamic.

Don Swartz: Abi Liu, again.

Abi Liu: Coaching and life, in general. Work-life balance, it is a big 
change for me. I grew up in China, where I spent eight years in 
Beijing for a National Team Training and I left my home when I was 
14. I spent 350 days a year with my teammates and coaches. We got
to go home 15 days a year to spend time with our biological families.

So, really, the teammates and coaches became our family. Same thing 
with coaches, they gave up the same amount of time to take care of 
their athletes. The relationship between athlete and coaches is very 
different, where they are really not just our coaches, but also our 
guardian as well. The communication though, it is a one-way street. 
You do whatever coaches say. I grew up in an environment when I first 
start coaching in the U.S. That was a huge adjustment for me. Num-
ber one, it was culture differences, as well as the way of coaches and 
athletes communicate to each other. But, I am learning and I have been 
coaching for almost 20 years now. I feel that every day. I learnt from 
my athletes and seeing what they are going through in their life, which 
makes me a much better communicator. To be open-minded and 
better communicate and become a better person; at least my 
swimmers say that I have.

Don Swartz: This is Andrew, one of the guys that swims for Richard.

Andrew: Hi, my name is Andrew Abruzzo, I am commited to 
University of Georgia. I’ll start there in the fall. In the summer of 
2017, I won the 400, 800, and 1,500 freestyle at Junior Worlds. I think 
the biggest part about coaching that impacted my life is seeing how as 
hard as the athlete works, the coaches work just as hard too, whether 
it is making the practices or even at practice when they are still active 
making sure that everyone is doing it. They make sure everyone has a 
proper technique and stuff, and that helps you work harder when you 
see your coaches working out harder.

Don Swartz: I appreciate that the coach is working as hard as the 
athletes working; interesting perspective. One more time from Dana.

Dana Kirk: Coaching has influenced me by allowing me to be super 
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competitive without having to put in four hours or five hours training 
a day; I get to like live that out occasionally through my swimmers. 
At the same time, by being a club coach, it lets me watch a lot of these 
swimmers grow up. I get to start working with them when they are 
five, six, seven years old, and continue to work with them either by 
being a Director of Coach or being a site director, all the way until 
they are 18. Then you see them going to college and you really get to 
see them grow and mature. In my opinion, that’s how coaching has 
really made my life a better in general. Thank you.

Don Swartz: And one more, then we will move on.

Female Speaker 1: So, how has coaching impacted my life? Coaching 
has impacted my life since I was in kindergarten playing all sorts of 
sports. However, swim coaching has been the main component up 
in the past. Not only have I been a swimmer the longest, but I have 
made the greatest experiences with my swim coaches. I am learning 
to swim at my summer league team to being coached under the great 
Don Swartz and Ken DeMont to being a part of the team larger than 
myself in college at Harvard under Stephanie Morawski and Amanda 
Kulik. My swim coaches have been the constant involved figure in my 
life that doesn’t tell me to do the dishes or make my bed.

Don and Ken have aided me in developing into the person and 
swimmer I am today. They have taught me hard work, how to get 
used to waking up early, how to take care of my body, and mostly 
importantly, how to be the best person I am able to be in and out of 
the pool. They have taught me philosophies, and there is a life I would 
never have imagined or thought of myself. Lastly, they have created, 
nurtured, and developed hundreds of budding teenagers into all-star 
high schoolers, collegiate athletes, and successful business people that 
I am proud to call my closest friends.

In college, your coach plays a similar role to your club coaches, 
but also slightly different; everyone is now closer in age, closer in 
speed, and has a combined goal of winning the championships. In 
addition, college coaches act as the sole adult figure and mentor in a 
college student’s life. When your parents are not around and you are in 
college, I have realized recently how lucky I am as a college swimmer 
and as a woman, helping and guiding me through any problems I 
have, whether in or out of the pool.

Don Swartz: That was interesting, of course, being a male and 
coaching men and women, I never really thought about it. But 
Mickie, who is in Harvard, really appreciates having female coaches 
and just has a different paradigm with them and I never had thought 
about it that way before.

Steve Young, NFL Hall of Famer and played for the 49ers for years. 
I see his name from time to time because I am a Bay Area guy. In an 
article, just recently he said, “Dreams are great, and you should have 
dreams, but those aren’t plan.” A plan is something that’s 80% or 90% 
executable. A plan is going to get done. I want a dream, and I want 
a plan. I share this with you. In 1987, during the training camp, he 
saw something that he had never seen before. During training camp 
that year, a video crew was following head coach, Bill Walsh. It was 
documenting his every move, recording his coaching, speeches, play 
calling, even following him to the lunch room. Steve said, “That’s kind 
of weird. Does this guy think he is so famous that people want to 

know everything he does?” Young said, “How humble was I when I 
found out.” He was giving everything he had to his assistants to go on 
and become head coaches. On the way out he would say, “I will see 
you in the championship game.”

At his height, Bill Walsh was two generations ahead of everyone in 
the league. No one was doing what he was doing and he knew it. 
He packaged up all of his place, all of his speeches into one unified 
toolkit. If you can have the spirit of Bill Walsh, the spirit of abundance, 
you can build relationships that will last generations. That made a big 
impact on me because Bill Walsh was a genius. He founded the West 
Coast Offense in football. But, he wanted each person that he came 
into contact with have the opportunity to know what he knew.

One of the things that’s fascinating to me about the coaching 
profession, and this was since I got started back in the 60s, there don’t 
seemed to be any secrets.

People are willing to share. If I go up to Don or Mark, or I am going 
to get to know Kathleen better, I was impressed in that presentation. 
I can say, “You know, I am curious about how you would do this?” 
And they will tell you. All you got to do is ask. I asked Bob Bowman 
one time, “How come Phelps breezed every stroke and fly?” And he 
looked at me and he smiles, “I am a big fan of oxygen.”

He has taught Michael how to have the perfect body position, even 
when he breathes. We got kids that breathe like this, so do you? That’s 
not very good, you got to learn to breathe and keep your body in 
line, but, you can ask the person sitting next to you, “So, what are you 
going to do when you go home from this clinic?” They will tell you. 
It is fabulous.

I thought this was a pretty cool picture, talking about faces of 
coaching, Bill Walsh and Joe Montana. Big smile. I think coaching is 
impactful and collaborative. The impact goes both ways, you to them, 
them to you, us to each other. It is collaborative. If it is your way or 
the highway, I think you might have a diminishing number of people. 
It doesn’t mean they get to do it their way; you just have to get them 
to be with you in it. So, collaborative is important.

This came up in the presentation earlier this morning with Mark and 
Kathleen. In coaching, know the “Why” because that will inform the 
“What,” which will reveal the “How.” If you know why you are doing 
this, you have a real firm grip on it, then you know what it is you 
need to do to get what you want. Like I said, the music is universal 
language and I believe that. I have been influenced by music all my 
life. When I was six, my mother said, “You will take piano lessons.” I 
said, “I don’t want to.” She said, “You don’t have a choice. You will take 
piano lessons.” Until age nine, I took piano lessons. Then I rebelled 
and said, “I am through,” and I threw a little hissy fit. She said, “Okay, 
pick another instrument.” “That’s not fair.” She says, “It doesn’t matter, 
pick one.” So, I picked the clarinet.

Then, when I was 13, Pony League Football came along. I said, “Mom, 
no more clarinet, I am playing football.” She said, “Okay, but you and 
your buddies and me, we are getting together every Sunday after 
church and we are playing music in the house.” 226 Auburn Road, 
West Hartford, Connecticut, and so we did that. Music is part of my 
life. For a while, I owned a rock and roll joint, where I met my wife. 
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I have been married to her for over 30 years, she was singing in the 
band. I thought, “Yup, I am going to get me some of that.”

And I did. She is the reason I can coach. She realized that I was 
passionate about this. She said, “You better go do that.” I remem-
ber coming home from practice. I had been coaching again for six 
months and I came home from practice in October and I got to the 
house and walked in and I said, “I feel like I am doing what I am 
supposed to be doing.” She said, “Well, you better keep doing it then.”
Bruce Springsteen, I am a huge fan. He is about four year younger 
than I am and he was writing back in the 70s, early late 60s, about 
stuff. We were trying to figure how life works and what we are 
going to be when we grow up and how everything is going to work. 
You know, what is this all about? Girls and cars and school, and so I 
followed his music. He is still writing today and performing and still 
writing songs about social consciousness. This is a song, one of his 
early ones here. ‘No Retreat, No Surrender.’ This is one of the lines 
out of the first verse, “Well, we busted out of the class, had to get away 
from those fools. We learned more from a three-minute record baby 
than we ever learned in school.” I learned more from a three-minute 
and fifty-eight second swim than I ever learned in school.

Each of you has a swim like that, and if you don’t- keep your eyes 
open because you will get one really soon, if you are paying attention. 
I have 18 years of formal education. I learned more in three minutes 
and fifty-eight seconds than I learned in 18 years in school. I like that. 
“We busted out of the class, had to get away from those fools.” And 
then one more, ‘Racing in the Street.’ This is partial lyric, some guys 
they just give up and start dying little by little, piece by piece; some 
guys come home from work up - from work and wash up and go 
racing in the street.

I have been fortunate that in my career to know some people who 
come home from work and wash up and go racing in the street. We 
got 35 kids in our group. There are six right now that I can name you 
that are like that. I am going to see if I can get the other 29. I am going 
to tell right now, it is not going to happen; it is the law of averages.

I am looking for people who are not dying little by little, piece by 
piece, but some guys want to come home from work and wash up and 
go racing in the street. And they’re out there.

Richard Shoulberg, ‘people today are going to work just as hard as 
anybody he has ever seen.’ They’re there, our job is go find them. 

There are Olympians in every town. They got to swim and you got to 
be an Olympic level coach and that’s not that hard; you just have to 
come to the clinic, and pay attention and ask questions. Thank you. 
Be willing to make mistakes. That’s one of the things that you are 
professionally good at. Your kids make mistakes all the time. You bat 
.300, you go to the Hall of Fame with a $1 million of contract. .300 is 
missing, failing 7 out of 10 times. You got kids who go to swimming; 
they don’t do their best and, ‘I added half a second.’ Please, get over 
yourself.

The mother walking out, “She added a second,” that stuff doesn’t 
matter. If you swim well with passion, you will get faster. Steve 
Bartman is famous for that. He says, “If you work hard, you will get 
faster. You just don’t know when, it is not terribly predictable.”

So, in closing, every one of the coaches that has had an impact on 
me, whose faces appear here all have charisma. If you have charisma, 
you will have people who will follow you anywhere. They will do 
whatever you ask them if you have charisma. Charisma is quite sim-
ply is confidence plus humility. I had been on the swim deck at swim 
meets in Pacific Swimming, and there are some coaches who don’t 
smile. I don’t know what’s the issue, it is not my job to solve it, so I 
don’t go up and ask him. But, they are not smiling. You look at their 
kids, and their kids aren’t smiling. They usually don’t swim that fast. 
This is not rocket science people.

I know some coaches who have a lot of confidence, but no humility. 
They have got no charisma. There are a lot of people walking around 
in the planet today who are humble, but they have no confidence. 
So, they don’t have any charisma. When you leave here and get on 
the airplane or drive home to wherever your home is, make sure you 
figure out how to be a little more charismatic, somehow, this week. 
Figure that out. That will carry you past all kinds of mistakes you 
make. When you make a mistake, you go, “Man, that didn’t work out 
very well.” Charisma will cause them to continue to follow you.

Again, swimming coaches have perhaps the greatest profession in the 
world because of what you teach, when the mistake is made, and how 
you overcome it. Then when you do something really well, you also 
keep that in perspective. As I tell our kids, “Unfortunately, we are not 
solving world hunger here.” That means an awful lot to us. But let’s 
keep it in perspective. You guys have been great. Thank you so much 
for coming tonight. n
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