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“.....There’ll be winners and there’ll be losers....but friendships born on the field of athletic strife are the real gold of competition....awards become corroded,
friends gather no dust....youth is the greatest commodity this nation has...honor thyself...honor thy God...” - Jesse Owens

O better understand my coaching philosophy, I am providing an outline of my thoughts on
training and leadership; essentially what makes a good club good.   I have had the good
fortune to coach for sixteen years.  In that time, I have made an effort to create a great
experience for the swimmers, and yes, for the parents too.

Doc Counsilman stated, "There is a time to work and there is a time to work moderately hard.
The words hard, moderately hard, high quality and low quality are relative terms.  They are
meaningless unless they are defined.  Only then can they be used to describe intensity of effort."
1 One does not need to just train harder, but must also train smarter.  Using the fundamentals
and principles that are apparent from the likes of Drs. Counsilman, Madsen, Maglischo, Costill,
Sharp, etc. and then applying that information to the many years of practical coaching
experience, there is an ability to create, determine and implement an effective training program,
which is important to the success for each swimmer.  "Many of us are as wrapped up in the
yardage syndrome as we were eight years ago... Yardage is  not what it is all about."2

It is not as simplistic as having the swimmers work harder, as a coach, I must track our success
and failures, of which there will be many, to adjust the training plan accordingly.  My hard work,
as a coach, requires the implementation, and constant evaluation, of a
season/annual/quadrennial plan, monitoring and tracking our athletes training (i.e. yardage,
work volumes, training categorization, heart rates, lactates, or etc.), continual self-education by
reading through science and professional literature, asking questions from the scientific
community and of colleagues, comparing notes with contemporaries, and determining what can
be best applied to the program.  "This obliges the coach to not merely come to the pool and
make up a workout off the top of his head.  He must adopt a plan that attempts to balance the
methods of training with the goal of optimal, not maximal, physiological adaptations of all the
desired traits."3

Although the term "hard work" is ambiguous at best, there is nothing wrong in working hard to
a predetermined goal within established parameters (i.e. 98% attendance to practice,
accomplishing training paces/times).  Athletes work hard through their dedication, commitment
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and determination to excellence, meeting daily challenges set forth in the water and dryland
training; remembering there are no sacrifices, only choices of action or non-action.  Training
smarter may be equated to working hard, in that the athlete is progressing towards a goal by a
set plan, evaluating and redefining paths by which that goal will be met.

Goals do require hard work; however, a path needs to be laid first and must be specific.  This
means being smart in one's approach.

Sincerely
Scott Allen

1.  'The Use of Goal Sets and Cruise Interval Sets As A Method of Balancing High Intensity and Endurance Training and As A
Diagnostic Tool', Dr. Counsilman; ASCA World Clinic Yearbook, 1984, Pgs 1-9.
2.'The Dissident's View of Distance Freestyle Training', Dick Jochums; ASCA World Clinic Yearbook, 1982, Pgs 139-151.
3.  'The Use of Goal Sets and Cruise Interval Sets As A Method of Balancing High Intensity and Endurance Training and As A
Diagnostic Tool', Dr. Counsilman; ASCA World Clinic Yearbook, 1984, Pgs 1-9.
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Training Considerations

Considerations in developing 
progressions within a club

◆ Coaching staff on same 
‘page’

◆ Common thread thru 
program

◆ Standardized sets for 
monitoring progressions

◆ Record data for tracking

◆ Educate athletes on 
process

◆ Emphasis on the process 
not just the outcome

◆ Using research and 
resources to develop 
programs

Chapter
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Considerations in Training
◆ Periodisation of Training
◆ Training Categorization
◆ Longitudinal Progressions
◆ Mastery of Skills

Developmental Phases and Training Implications 

Pre-Puberty

Initialization
6-10 Years

Puberty

Athletic Formation
11-14 Years

Generalized
6-14 Years

Post-Puberty and
Adolesence

Specialization
15-18 Years

Maturity

High Performance
19 Years +

Specialized
15 Years +

Periodization of Training

Training Triad
performance

work technique

adaptationadaptation
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Developmental Triad

◆ Time Reserve
◆ Burnout

Mastery of SkillMotivation

Performance

Training Progression Models
  

8 +/- 1year 
(2 year duration) 

 
10 +/- 2 years 
(2 year duration) 

 
12-13 
(2-3 years duration) 

 
14 +/- 2years 
3-5 years Richards 
1-10 years Madsen 

Australian 
Dr. Richards 

2-4 Sessions per week 
40 minutes - 1 hour 
.75-2km per session 
24-30 weeks per year 
1-2 Land Sessions  
15-25 minutes 
Objectives: Technique, 
Racing Skills, Aerobic 
Endurance, Simple Sets and 
Games, Flexibility, General 
Body Strength, Movement 
Coordination, Group 
Activities 

3-5 Sessions per week 
1 - 1.25  hours 
2-3.5 km per session 
30-36 weeks per year 
2 Land Sessions 
20-30 minutes 
Objectives: Technique, 
Racing Skills, Aerobic 
Endurance, Speed & 
Acceleration, Greater mix 
of  training methods, 
Increase Strength to Body 
Weight ratios, Flexibility 

4-6 Sessions per week 
1.25-1.5 hours 
3.5-6 km per session 
36-44 weeks per year 
2-3 Land Sessions 
30-45 minutes 
Objectives: Technique, 
Increased volume, 
Development of all muscle 
groups, intro to some 
intense interval training, 
musco-skeletal assesment, 
flexibility & body strength 

6-10 Sessions per week 
1.5-2 hours 
4-8 km per session 
40-46 weeks per year 
2-3 Land Sessions 
45 min - 1 hour 
Objectives: Increase 
Volume & Intensity of 
training, Integrated 
training model, Begin 
Specialization, Perfect 
technique & skills, 
Periodize strength 
program, power into 
swimming performance 

Norwegian 
Dr. Madsen 

3-4 Sessions per week 
40 - 50 minutes 
3-4 Land Sessions 
15-25 minutes 
Objectives: Basic Aerobic 
endurance, Swimming Speed, 
Technique, Aquatic 
Agility/Dexterity, Team and 
relay competition 

5-6 Sessions per week 
45-60 minutes 
5-6 Land Sessions 
20-30 minutes 
Objectives: Variety of  
movement coordination, 
technical skills, flexibility, 
Basic swimming endurance 

6-8 Sessions per week 
70-90 minutes 
4-5 Land Sessions 
30-50 minutes 
Objectives: Basic 
swimming speed, specific 
muscle endurance, swim 
specific endurance, power, 
technique specialization, 
tapering, individual & 
team races, race tatics 

8-11 Sessions per week 
80-90 minutes 
5-6 Land Sessions 
45-70 minutes 
Objectives: Anaerobic 
capacity, maximum 
strength, aerobic 
capacity, race 
simulation, 
specialization 
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Team Leadership

HAT makes a good club good?  It is the Leadership, a Team Philosophy, a Cohesive Coaching
Staff, having Board and Parent Support, the Organization, a Solid Financial Plan, and
TEAMWORK!

Whether it is stated or not, the Team’s Mission and Philosophy is the single most important factor in
determining the success of the club.  Having a stated mission paints a picture of the program and
provides direction of where the club wants to be in the future.  The mission enhances the opportunities
for success as it establishes value, guides decision-making, directs the long and short-term goals, and
establishes the basic structure of the team.   The team must live its Mission, or Philosophy, through the
budget, team structure, education and time.

Guided by the Team’s Mission, the Team’s leadership comes from Strategic Thinking.  Elements of
strategic thinking are Priorities, Principles, and Planning.

Priorities
■  Swimmers First!
■  Establishing a team effort
■  Roles and Responsibilities
■  Prioritize goals
■  Stay the course/evaluation

Principles
■  Establishing Mission/Philosophy
■  Walk the talk
■  Visionary
■  Establish values
■  Define structure of team/image

Planning
■  Operational Planning
■  Yearly plan
■  Driven by strategic plan
■  Focus on what we are doing today
■  Establishes work priorities
■  Makes the work group accountable

By using Strategic Thinking, the Board of Directors and Head Coach focus on their roles and
responsibilities.   The coach is to support, and work with, the board in its governance of the team.  In
turn, the board is to support, and work with, the head coach in his managing of the team.  A coach needs
the support of the board in all matters.  The board should provide frequent and constructive feedback to
the coach.  And more importantly, will assist the coach when a board member misunderstands their role.

Chapter
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Responsibilities of the Board

• Duty of Care - exercise reasonable care in 
decisions as a steward of the organization.

• Duty of Loyalty - must act in the best interest 
of the organization.

• Duty of Obedience - be faithful to the 
organization’s mission.  Not permitted to act 
inconsistently with organization’s central 
goals.

■ Directs the efforts of swimmers in pursuit 
of goals

■ Manages the daily business affairs and 
training

■ Guides the long term development of the 
team

■ Responds to the challenges of a goal 
oriented program

■ Supervises and evaluates assistant coaches

Responsibilities of the Head Coach

By respecting each other’s role in the team, both the board and head coach can affect positive change.
This creates an environment in which the coach does not have to play the role of fire chief, where one
must continually putting out the fires.  Both the board and coaches work in concert for the success of the
team.

References
■  Sandy Hughes, National Center for Nonprofit Boards

■  Roberta Kraus, Center for Creative Leadership

■  USA Swimming, Club Leadership and Business Management School

■  Rose Snyder, Streamline Consulting
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