USA Swimming Board of Directors: Agenda

Saturday, November 18, 2023 / 8:30 a.m. —4:30 p.m.

A. Welcome 8:30—-8:55 a.m.
a. Call to Order/Record of Attendance
b. Board Chair's Welcome
c. Guest Introductions
d. Rules of Engagement
e. Declaration of Conflict of Interest
f. Safe Sport Moment
B. Consent Agenda 8:55—9:00 a.m.
a. September 22 —23, 2023 Board Meeting Minutes
b. September 23, 2023 Board Meeting Minutes
c. MR 3.0 General Management Constraint
d. MR 3.7 Compensation and Benefits
e. Bylaw Article 2 Proposal
i. ACTION: Approve the Consent Agenda
World Aquatics (AQUA) Presentation 9:00 — 9:30 a.m. 30 minutes
Stakeholder Survey Presentation 9:30 — 10:45 a.m.
BREAK 10:45 — 10:55 a.m.
Quarterly Operational Updates
a. Overview 10:55-11:00 a.m.
b. International and Competitive Success 11:00 —11:30 a.m.
¢. Financials 11:30—-11:40 a.m.
i. ACTION: Approve Monitoring Report 3.4
ii. ACTION: Approve Monitoring Report 3.6
d. Membership 11:40 a.m. —12:10 p.m.
e. Commercial and Fundraising 12:10 — 12:25 p.m.
f.  U.S. Olympic Team Trials 12:25 — 12:40 p.m.
G. Lunch 12:40-1:00 p.m.
H. Quarterly Operational Updates, Continued
a. Stakeholder Engagement 1:00 —2:00 p.m.
I. 1.2 Ends Working Group Report 2:00 — 2:20 p.m.
a. ACTION: Approve the Junior Swim League Proposal
b. ACTION: Approve End 1.2
J.  Foundation 2:20 — 2:45 p.m.
a. ACTION: Approve Foundation Board Members
b. ACTION: Approve updated Foundation Governance Documents
K. 2024 Budget Discussion 2:45 — 3:00 p.m.
a. ACTION: Approve 2024 Budget
L. BREAK 3:00—-3:10 p.m.
M. Closed Session 3:10 — 3:40 p.m.

mmoo



a. Vice Chair Election
Open Session

. Vice Chair Election Results

a. ACTION: Approve Vice Chair Election Results
Closed Session 3:40 pm —4:15 pm

a. New Initiatives

b. Reserves

c. Board Election Restructure

d. Litigation Update
Open Session

a. Action: Approve site for 2024 US Open
Closed Session 4:15 — 4:30 pm

a. Executive Session

i. Report by Executive Compensation Committee

Adjourn
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These minutes will be officially approved by the USA Swimming Board of Directors at its
November 18, 2023 meeting.

USA Swimming Board of Directors Meeting Minutes
September 22 - 23, 2023 / Colorado Springs, CO

PRESENT

Maya Andrews, Katy Arris-Wilson, Chris Brearton, Kenneth Chung, Tony Ervin, Kathy Fish,
Bruce Gemmell, Natalie Hall, Clark Hammond (virtual), Tim Hinchey, Ira Klein, Katie Meilj,
Kathleen Prindle, Bill Schalz, Michelle Steinfeld, Ashley Twichell Wall (virtual), Bob Vincent.

GUESTS

Juli Arzave, Julie Bachman, Sam Barany, Tim Bauer,/Anne Berry, Jamie Bloom, Bill Charney,
Dana Covington, Scott Davison, Nic Fink, Marco Grieco, Rocky Harris, Melissa Hellervik-Bing,
Daimon Hudson, Tim Husson, Jennifer LaMont, Caitlin Leverenz Smith, Sarah Myer, Dave
Patterson, Derek Paul, Patrick Talty, Zach Toothman, Andrew Wilson:

STAFF

Matt Barbini, Daniel Burbidge, Elaine Calip, Rebececa Chafin, Paula D’Amico, Chris Detert, Jake
Grosser, Shana Ferguson, Elizabeth Hahn, Brendan Hansen, Courtney Intara, Corey Manley,
Stacy Michael Miller, Lindsay Mintenko, Patrick Murphy, Karin Olmsted, Ellery Parish,
Devonie Pitre, Joel Shinofield, Eric Skufea.

CALL TO ORDER
Chris Brearton, Board Chair, called the September 22, 2023 Board of Directors meeting to
order at 8:36 a.m. Mountain Time.

BOARD CHAIR’S WELCOME
Mr. Brearton expressed his excitement for the . meeting and noted that he is going to work to
keep the meeting on schedule while allowing space for robust and productive discussions.

RULES OF ENGAGEMENT /PROTOCOL

Mr. Brearton commented on the need for confidentiality regarding Closed Session items and
spoke about collaborating with staff to determine a more efficient format to deliver relevant
information during Board meetings.

DECLARATION OF CONFLICT OF INTEREST (2.5.4)

“Is any member aware of any conflict of interest (that is, of a personal interest or direct or
indirect pecuniary interest) in any matter being considered by this meeting, which should now
be reported or disclosed or addressed under the USA Swimming Conflict of Interest Policy?”

If a Board member determines there to be a conflict of interest at any point during the course
of the meeting when a specific subject is being discussed and/or action is being taken, a
declaration of a conflict of interest should be made at that time.
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Katy Arris Wilson disclosed her daughter is on the Pan American Team.
Bruce Gemmell disclosed his daughter is on the National Team.

Lindsay Mintenko, Managing Director, National Team, disclosed her daughter is on the
National Junior Team.

Ashley Twichell Wall disclosed that she is on the National Team.

SAFE SPORT MOMENT
Elizabeth Hahn, Program Director, Safe Sport, reported that USA Swimming received a fully
implemented score from the U.S. Center for SafeSport Audit with zero corrective actions.

Joel Shinofield, Managing Director, Sport Development, spoke to.the complexity of the
SafeSport Event Audit and how the digital transformation investment impacted the Audit
through the ability to reach all members with athlete safety.information for the first time and
through the ability to access membership eligibility in real-time through the USA Swimming
Application.

Ms. Hahn reminded the Board members of their duties as mandatory reporters.

CONSENT AGENDA

Mr. Brearton presented the Consent Agenda items:

April 20, 2023 Board Meeting Minutes (Attachment 2)

Article 2 Corporate Bylaw (Attachment 3)

Article 8 Corporate Bylaw (Attachment 4)

MR 3.10 LSC Reporting Requirements (Attachment 5)

MR 3.11 USA Swimming Foundation Management (Attachment 6)

MOTION: To approve the Consent Agenda items. Seconded. Motion passed unanimously.

USOPC PRESENTATION/PANEL: BOARD BEST PRACTICES

Mr. Brearton introduced Rocky Harris, Chief of Sport and Athlete Services, U.S. Olympic &
Paralympic Committee (USOPC), and Dr. David Patterson, Senior Governance Advisor,
USOPC.

Mr. Harris spoke about the changes within the Olympic Movement and how USA Swimming
has taken a leading role in that Movement through the organization’s assertiveness to get
out in front on many issues from Safe Sport to the postponement of the 2020 Olympic Games
to driving membership serving initiatives during the COVID-19 Pandemic. Mr. Harris
remarked that he encourages other National Governing Bodies (NGBs) to go to USA
Swimming for leadership and expertise to develop and progress their various programs. Mr.
Harris stated that while all that hard work is important, the Board can inhibit that progress.
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Dr. Patterson commented on how the USA Swimming Board assists the organization with
their work through corporation and completing their core duties of care, loyalty, and
obedience.

Dr. Patterson provided an overview of each of the duties by encouraging the Board to do
their best, always putting the organization first by speaking with “one voice,” and adhering
to the Mission and Bylaws of the organization. Dr. Patterson remarked on the Board’s need
to think long-term about the sport of swimming, noting that everything begins and ends with
the organization’s members, with the Chief Executive Officer (CEO) serving as a conduit
between operations and governance.

Dr. Patterson briefly overviewed the various types‘of committees and their responsibilities.
Dr. Patterson additionally described the best approach to managing conflicts, explained the
importance of always wearing a “Board” hat, and reminding the Board that they have one
employee, the CEO. Lastly, Dr. Patterson spoke about the oversight the Board can provide to
help guide the organization to be a Best-in-Class sporting organization.

U.S. OLYMPIC TEAM TRIALS: LOCAL ORGANIZING COMMITTEE & INDIANA SPORTS
CORP

Tim Hinchey, President and CEO, introduced Scott Davison, Chairman, President, and CEO of
OneAmerica and Co-Chair of the 2024 U.S. Olympiec Team Trials - Swimming (Trials) Local
Organizing Committee(LOC), Patrick Talty, President, Indiana Sports Corporation (ISC), and
Sarah Myer, Chief Marking Officer, ISC

Mr. Davison briefly touched on the partnership between USA Swimming and OneAmerica
and remarked-on the goals of the LOC; including building the USA Swimming fan base and
ensuring significant revenue from ticket sales. Mr. Davison provided the history of how
Indianapolis became successful at hosting sporting events and how their proven process will
be utilized for the Trials.

Mr. Talty provided an overview of the sporting events Indianapolis has hosted and will host.
He noted that ISC will use the 2024 NBA All-Star Weekend as an opportunity to set the stage
for the Trials. Additionally, Mr. Talty presented ISC’s process regarding the successful
execution of previous events.

Ms. Myer reported on the Trials event goals, including taking the event to the next level
through excitement and connection within the community, advancing the sport through
curating opportunities for swimmers, developing and executing a marketing strategy to
reach and exceed ticket sales goals, and creating community engagement opportunities that
serve and attract a diverse audience.

Ms. Myer described the considerations for ticket, suite, and sponsor pricing for Trials, and
overviewed the various ticket levels. Ms. Myers also spoke to the experience considerations
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available in Indianapolis, including the ease of access to Lucas Oil Stadium, the variety of
lodging options, access to local pools, a walkable downtown, and other entertainment
options for fans. Ms. Myer shared 3-day ticket pricing and provided a market comparison on
ticket prices with other sporting events to highlight the relative affordability of Trials tickets
in comparison. Ms. Myers provided the LOC’s current achievements, including a review of
ticket sales Centennial Partner sponsorship goals. Additionally, Ms. Myers talked through
the LOC’s marketing plan and key messaging for targeting swim fans and various other
audiences.

Lastly, Mr. Talty remarked on the variety of community partners the LOC has engaged to
support the Trials.

U.S. OLYMPIC TEAM TRIALS

Shana Ferguson, Chief Commercial Officer, presented on Trials, including meet operations,
the current number of participants including athletes, coaches, and officials, and financial
opportunities through the various ticket levels, clubtravel packages, and financial
opportunities.

Jake Grosser, Senior Director, Marketing & Communicatioens, shared the current number of
tickets sold, tickets held, and the availability of seats within each ticket level, along with the
current revenue for each. Mr. Grosser reported that the current cash flow is ahead of the
current quarterly goals: Mr. Grosser additionally provided a comparison of tickets sales from
2019 for the 2020 Trials to current sales for the Trials.

ATHLETES’ ADVISORY COUNCIL &  ATHLETES’ EXECUTIVE COMMITTEE
PRESENTATION

Nic Fink;‘Athletes’ Advisory Council (AAC) Vice Chair, reported on the accomplishments of
the AAC, including providing feedback to the National Team Staff regarding athlete priorities,
noting the importance of being involved in selection procedures both for athletes and staff
selections for.international meets. Mr. Fink spoke to the AAC’s feedback regarding changes
to relay incentives and providing governance training for National Team athletes to
encourage and support National Team athletes to be more involved in the governance of the
sport of swimming.

Caitlin Leverenz Smith, AAC Chair, added that the AAC thinks critically about how to put the
best athletes and coaches forward and set them up for success.

Juli Arzave, Athletes’ Executive Committee (AEC) Chair, reported on the AEC’s efforts to
engage athletes in the governance of swimming through committee appointments, preparing
athletes for the House of Delegates (HOD), communicating with new 10-Year Athletes,
creating athlete task forces, and collaborating with the Coach Advisory Council (CAC) and
USA Swimming’s Safe Sport division. Ms. Arzave remarked on the increase in athletes able to
swim due to the impact of the 120-day rule change to a 60-day rule.
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Andrew Wilson, AAC and Foundation Board member, commented on upcoming priorities
and challenges for the AAC, including seeking a possible new membership category for 10-
Year Athletes who only participate in governance, collaborating with the National Team
Steering Committee on the coach application process for international competitions, and
seeking assistance from USA Swimming on athlete advocacy within the changing NCAA
landscape.

Ms. Arzave added that the AEC is also working on revamping governance education for 2-
year athletes.

SELECTION PROCEDURES

Mrs. Mintenko detailed aspects of the development of selections procedures, including that
USA Swimming cannot make procedures harder than our international federation, World
Aquatics (AQUA), and that the selection procedures must meet requirements set by the
USOPC and USA Swimming’s internal Selection Procedure Approval Committee. Mrs.
Mintenko additionally stated limitations created by international federation requirements,
from the number of athletes to qualifying standards and‘competitions.

Mrs. Mintenko described the strategic considerations for drafting selection procedures, such
as whether an event is Olympic or non-Olympic event, the importance of relays and relay
requirements, challenges with unreliable World Rankings, and the international competition
calendar.

Mrs. Mintenko provided a history of selecting four teams in one year and remarked on the
considerations made in selecting the four teams in 2023, including time for athletes to
decline and.eligibility issues.

COLLEGE SWIMMING & DIVING COACHES ASSOCIATIONS OF AMERICA (CSCAA)
PRESENTATION

Samantha Barany, Executive Director, College Swimming & Diving Coaches Associations of
America (CSCAA), reported on the opportunities the CSCAA has been able to engage due to
the grant funds provided by USA Swimming, including hosting a national level meet for
collegiate athletes that do not reach the NCAA Championships, revitalizing the Women’s
Advisory Committee and Coaches Academy, engaging in face-to-face advocacy, and providing
an open water championship. Mrs. Barany reported that the CSCAA is working on a waiver
process for NCAA athletes to be able to train for the Trials and are encouraging schools to
provide long course meets for student athletes to have more opportunities to qualify for
Trials. Mrs. Barany also remarked on collaboration with multiple entities to achieve
Emerging Sport status for open water swimming in the NCAA. Lastly, Mrs. Barany noted the
challenges within the NCAA landscape for swimming programs (Attachments 7 - 8).
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LAHAINA SWIM CLUB DISASTER RELIEF
Joel Shinofield, Managing Director, Sport Development, presented a proposal to provide
disaster relief for the Lahaina Swim Club for 2024.

MOTION: That the Board approve $10,000 in disaster relief for Lahaina Swim Club and blanket
(no document) outreach memberships for all their members for the 2023-24 membership year.
Seconded. Motion passed unanimously.

LONG TERM STRATEGIC PLANNING UPDATES

Natalie Hall reported that Working Group 1.1 has focused on understanding the changes
within the NCAA landscape, specifically the California. Assembly Bill 252 and the
development of open water as an Emerging Sport.

Mrs. Mintenko remarked on a pilot program with the USOPC to solidify a partnership that
would allow financial support for the clubs of National Team head coaches as part of the
High-Performance plan.

Mrs. Hall commented on the Working Group’s focus to also bridge the gap on assisting with
getting physical, mental, and financial support to both the current National Team and its
alumni.

Mr. Shinofield reported on deliverables from Working Group 1.2, including developing a
framework for new.competition options for clubs, finalizinga formal partnership agreement
with a summer league pilot program, and working on obtaining and retaining new clubs.

Tony Ervin provided a brief Working Group 1.3 update, including how the group is working
to increase public engagement with swimming through social media, the USA Swimming
network, promotional plans for multi-platform storytelling, and in-venue fan experiences.

Mrs. Ferguson added that content will continue to be developed for all digital/media
platforms with as much done in-house as possible and noted that her team is working to
monetize the content on the USA Swimming Network. Mrs. Ferguson reported that the
marketing team also activated a national level marketing campaign by creating toolkits for
clubs and event hosts.

Eric Skufca, Chief Financial Officer, reported that Working Group 1.4 is focused on
developing long-term and holistic approaches to risk management and opportunity
investments.

Bob Vincent spoke about the group’s collaboration with the Operational Risk Committee, as
well as utilizing a third-party risk management study to identify areas for risk mitigation. Mr.
Vincent also noted how the organization created a tool to assess future investment
opportunities.
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QUARTERLY OPERATIONAL REPORTS

OVERVIEW

Mr. Hinchey explained the key objective for the Quarterly Operational Reports is to focus on
the opportunities and challenges of the previous 100 days and the next 100 days within four
key areas of the organization: commercial, performance, finances, and business affairs.

INTERNATIONAL & COMPETITIVE SUCCESS

Mrs. Mintenko reported on the plans for the Olympic Team, including that Olympic qualifying
athletes will be asked to stay through the end of the Trials priorto heading to train in Raliegh,
NC, then to Croatia, before traveling to Paris for the 2024/0lympic Games. Mrs. Mintenko also
provided an overview of the plan while in Paris, including when athletes can leave and where
athletes will stay, noting the plan will be similar for open water athletes.

Mr. Hinchey briefly remarked on several international meetings that took place of the
summer, including the 2023 World Aquatics Congress and the Pan Pac Charter Nations
meeting, while overviewing the process for moving ferward Pan American Aquatics
nominations.

Matt Barbini, Director, Performance, National Team, reported that AQUA gave conditions to
Russia and Belarus swimming federations for their athletes to attend World Championships
in Doha in February 2024 but that current reports indicate they may not meet those
conditions.

Mr. Barbini relayed that USA Swimming was able to provide 140 athletes the opportunity to
compete in four international competitions in 2023 and provided highlights from those
international.competitions, noting that Katie Grimes became the first athlete in any sport to
qualify for the 2024 Olympic Games. Mr. Barbini remarked on the importance of the
experience swimmers gained by participating in both LEN U23 European Championships
and 2023 World Aquatics Junior Championships under the AQUA format.

Stacy Michael Miller, Director, National Team Support & Services, reported on the growth of
the National Team’s mental health program with over 20% of the National and Junior
National Team utilizing USA Swimming’s mental health resources, compared to the 10%
average across college campuses. Mrs. Michael Miller discussed the hiring of Emily Klueh and
her work to educate USA Swimming staff, as well as her efforts to obtain medical licenses in
multiple states that are home to National and National Junior team athletes.

Mrs. Michael Miller additionally provided an overview of the five key pillars of transitions
during an athlete’s career, noting that programing is being developed for each pillar.

Lastly, Mrs. Mintenko spoke about the need to get the athletes prepared to travel to the major
competitions, allowing athletes more down time between major competitions and focusing
on details between races and competitions, such as additional athlete services.
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ENDS 1.1 COMPETITIVE SUCCESS
Mrs. Mintenko presented ENDS 1.1 Competitive Success (Attachment 9)

MOTION: That the Board approve that the performance monitoring report on Policy 1.1
"Competitive Success" conveys (a) interpretations of the policy that are reasonable, and
(b) that the report reasonably substantiates compliance with the policy requirements,
consistent with the CEO's interpretations. Seconded. Motion passed unanimously.

FINANCIALS

Mr. Skufca presented the current quad projection of a $1.3 million surplus while noting that
year-to-date financials show a 2023 projected deficitof ($1.7) million including and a budget
to current projection membership revenue variance of ($926) thousand. Mr. Skufca updated
the Board on investments and reserves, showing over a $43 million combined portfolio
balance for both USA Swimming and the USA'Swimming Foundation. Mr. Skufca highlighted
financial challenges and opportunities, including favorable insurance renewals, a RFP
underway for our third-party investment advisory services, membership revenue currently
trending behind budget, continued emphasis around Trials ticket sales, and increasing
Foundation support.

The Board briefly discussed the larger 2023 revenue and expense budget to current
projection variances.

Mr. Shinofield explained the membership revenue variance, including a decline in clubs since
the pandemic, the new Administrator membership category not being budget neutral as
projected, and the lack of migration from Flex members to Seasonal/Premium members as
was intended-with the Flex membership.changes.

POLICY 3.4: FINANCIAL CONDITION & ACTIVITIES - INTERNAL and EXTERNAL
Kenneth Chung, Vice-Chair Fiscal Oversight, presented Monitoring Report 3.4, Financial
Condition & Activities — Internal and External (Attachments 10- 13).

MOTION: That the Board approves that the performance monitoring report on Policy 3.4
"Financial Conditions and Activities — Internal” conveys (a) interpretations of the policy that
are reasonable, and (b) that the report reasonably substantiates compliance with the policy
requirements, consistent with the CEO's interpretations. Seconded. Motion passed unanimously.

MOTION: That the Board approves that the performance monitoring report on Policy 3.4
"Financial Conditions and Activities — External” via the Board approve Stockman Kast Ryan &
Co, LLP as the external auditor for USA Swimming Foundation for the year ending December
31, 2023, as recommended by the Audit Committee. Seconded. Motion passed unanimously.
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POLICY 3.6 FINANCIAL PLANNING AND BUDGETING
Mr. Chung presented Monitoring Report 3.6, Financial Planning and Budgeting (Attachments
14-17).

MOTION: That the Board approves that the performance monitoring report on Policy 3.6
"Financial Planning and Budgeting"” conveys (a) interpretations of the policy that are
reasonable, and (b) that the report reasonably substantiates compliance with the policy
requirements, consistent with the CEO's interpretations. Seconded. Motion passed unanimously.

POLICY PROVISION 5: "(The CEO will not allow budgeting that...) Omits allocation for Board
activities per the Budgeting for Board Prerogatives policy (see policy in Board Process)."

MOTION: That the Board approve applicable Board related 2024 budget items as presented
to be included in the 2024 budget presented in November 2023. Seconded. Motion passed
unanimously.

MEMBERSHIP
Mr. Shinofield provided a demonstration of the new reporting tool that clubs will be able to
utilize to access membership data.

Patrick Murphy, Senior Director, Member Data and Product, reported on current registration
for the 2024 year, withbulk renewals still to come and alower demand on support compared
to last year’s registration cycle.

Mr. Shinofield briefly explained the loss of clubs since the pandemic, which led to a loss of
overall membership.

JUNIOR SWIM LEAGUE
Mr. Shinofield introduced Daimon Hudson and Julie Bachman of the Junior Swim League
(JSL) (Attachment 18).

Mr. Hudson explained that JSL’s mission is to provide more competitive opportunities for
minor athletes through lower costs and easier access to competitions. Mr. Hudson also noted
that the format of JSL will allow for USA Swimming to retain more members and allow for
the utilization of more facilities.

Mr. Shinofield remarked on the various predefined formats and sanctions for events and
presented reusing past marketing campaigns for clubs to utilize. Mr. Shinofield and Ms.
Bachman additionally provided a timeline for the launch of JSL with USA Swimming’s
membership, as well as a breakdown of the revenue from the partnership between JSL and
USA Swimming.
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STAKEHOLDER ENGAGEMENT

Mr. Shinofield reported that Net Promoter Score surveys have been embedded into all coach
education components and presented favorable survey results from current coach education
programs as well as the survey results from USA Swimming Workshop presented by
LiveBarn. Mr. Shinofield explained the survey results will be used to ensure high quality
curriculum development.

ENDS 1.4 RECOGNITION OF USA SWIMMING
Mr. Brearton presented Ends 1.4 Recognition of USA Swimming (Attachment 19).

MOTION: That the Board approve that the performance monitoring report on Policy 1.4
“Recognition of USA Swimming” conveys (a) interpretations of the policy that are reasonable,
and (b) that the report reasonably substantiates compliance with the policy requirements,
consistent with the CEQ’s interpretations. Seconded. Motion passed unanimously.

CLOSED SESSION (2.3.6)

VICE CHAIR DISCUSSION

The Board went into Closed Session so the Board could discuss updating language in the
Board Governing Policies Manual regarding term limits for Vice Chairs.

LSC AFFILIATION AGREEMENT UPDATE

The Board remained.in Closed Session so Courtney Intara, Director, Legal Affairs, and
Brendan Hansen, Director, Team Services, could provide.an update regarding the LSC
Affiliation Agreement.

WORLD AQUATICS (AQUA) COMPETITION CATEGORY UPDATE
The Board remained in Closed Session so Mrs. Mintenko could provide a World Aquatics’
competition category update.

INSURANCE UPDATE
The Board remained in Closed Session to discuss insurance updates.

COMMISSION UPDATE
The Board remained in Closéd Session so Michelle Steinfeld, Secretary and General Counsel,
could provide an update on the Commission on the State of Olympic & Paralympic Sports.

LITIGATION UPDATE
The Board remained in Closed Session so Ms. Steinfeld could provide a legal update.
The Board came out of Closed Session to approve the following motions.

MOTION: To amend Bylaw 4.4.4(B) to include the following language: “Terms of less than
fifteen (15) months served to fill a vacancy in the term of Vice-Chair Fiscal Oversight shall not
be considered in the computation of time for this purpose.” Motion passed unanimously.
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MOTION: To allow the President & CEO and the Secretary & General Counsel to litigate and
resolve any uninsured claims, with amounts consistent with the valuation of outside counsel
and the organization’s precedential settlement values, from certain Board designated funds
and/or a USA Swimming, Inc. existing line of credit. Seconded. Motion passed unanimously.

MOTION: To approve USA Swimming hosting the 2026 Pan Pacific Championships in Southern
California. Seconded. Motion passed unanimously.

EXECUTIVE BOARD ONLY SESSION

The Board went back into Closed Session so it could conduct an Executive Session to discuss
key KPIs for the President & CEO; all members of the staffleft the meeting. Board Governance
Consultant Bill Charney was present with the Board for the discussion.

RECESSED
Mr. Brearton recessed the September 22, 2023 meeting of the Board of Directors at 5:30 p.m.
Mountain Time.
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These minutes will be officially approved by the USA Swimming Board of Directors at its
November 18, 2023 meeting.

CALL TO ORDER
Chris Brearton, Board Chair, called the September 23, 2023 Board of Directors meeting to
order at 9:02 a.m. Mountain Time.

LEGISLATIVE UPDATE

Derek Paul, Rules & Regulations Chair, reported that the goal of the Rules & Regulations
Committee is to ensure membership is informed and the voting delegates have clear
instructions for the voting process. Mr. Paul highlighted two pieces of legislation, including
a vote on whether the House of Delegates Working Group can continue its work on the
composition of the House of Delegates and R-9 regarding the standard by which all officials
are certified and trained.

COACHES ADVISORY COUNCIL PRESENTATION

Tim Bauer, Coaches Advisory Council (CAC) €hair, provided updates from the CAC, including
their efforts to get coaches engaged in the voting process for HOD and collaborating with
other national committees. Mr. Bauer also reported that the,CAC is researching the best ways
to retain USA Swimming clubs and members.

Jamie Bloom, CAC Vice Chair, added that the CAC, in collaboration with staff and other
committees, would like to explore possible models for different price levels for clubs and
athlete members of USA Swimming.

NATIONAL OFFICIALS COMMITTEE PRESENTATION

Dana Covington, National Officials Committee (NOC) Member, overviewed the composition
of the NOC and highlighted the nuances of the Officials Tracking System (OTS), the National
Certification-Pregram for officials, and.continued training and education for officials. Ms.
Covington shared survey results from the 2023 USA Swimming Workshop presented by
LiveBarn and reported online testing for the new official’s certification program.

Ms. Covington provided an open water update, including that two new referees were added
to the open water AQUA list, four U.S. open water referees are now eligible to be selected for
international competitions after attending the required schooling, and Tom Lombardo has
been selected to participate at the Pan Am Championships in Santiago, Chile.

Ms. Covington described the various ways in which the NOC communicates with officials and
LSCs and noted how the NOC Programs & Events supports officials.

Mr. Shinofield previewed the Officials Tracking System software (OTS) for the Board.

JUNIOR OFFICIAL MEMBERSHIP PROPOSAL

Zach Toothman and Marco Greico presented the Junior Official Proposal, including the
rationale behind the proposal, a high-level overview of the proposal, and the development of
the proposal, along with the stakeholders who have endorsed the proposal (Attachment 20).
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These minutes will be officially approved by the USA Swimming Board of Directors at its
November 18, 2023 meeting.

MOTION: To approve amendments to Bylaws 2.4 and 2.6 to create a Junior Official
membership category effective September 1, 2024. Seconded. Motion passed unanimously.

ZONE DIRECTORS’ COUNCIL (ZDC) PRESENTATION

Mr. Toothman, Zone Directors’ Council (ZDC) Co-Chair, remarked on the ZDC’s collaboration
efforts regarding HOD including the timing of the HOD meeting registering delegates, rand
preparing to participate in the legislative portion of the HOD.

Tim Husson, Zone Directors’ Council (ZDC) Co-Chair, spoke about the ZDC’s educational
work, including completing the Sectional Manual and Zone Athlete Summit Manuals, hosting
a Meet the Candidates for this year’s Board candidates, and creating onboarding materials
for incoming ZDC members.

Mr. Toothman highlighted two ZDC initiatives, the Junior Officials Membership Category, and
the Zone Athlete Representative Term Adjustments, as two initiatives the ZDC has developed
to help reach their goal of producing initiatives.to move_.the needle positively for all USA
Swimming members.

Lastly, Mr. Husson commented on how the ZDC has found its footing and will foster its future
through solutions, discussions, and continued: collaborations between the USA Swimming
Zones.

FOUNDATION

Anne Berry, USA Swimming Foundation Board of Directors Vice Chair, highlighted the
Foundation’s work in 2023, including a successful 2023 Make A Splash Tour presented by
Phillips66, the-ability to provide two rounds of Learn to Swim Grants, fulling funding 32
athletes.as part of the Donor Athlete Partnership Program (DAPP), and supporting 33
community impact grants in underserved areas while also providing eight (8) Community
Impact Grants to Historically Black Colleges & University’s (HBCUs) to rebuild their swim
programs.

Ms. Berry spoke about the Foundation’s goal of raising $20 million during the next quad and
asked the Board for their support.

Mr. Shinofield explained how grants will help HBCUs and how we can collaborate with the
CSCAA on growing collegiate swimming programs at HBCUs.

The Board discussed the details of the DAPP program, including how it can evolve over time.

Mr. Skufca highlighted the Foundation’s financials reporting that the total projected
unrestricted revenue is greater than budget and summarized the overall support the
Foundation was able to provide to the National Team and swim communities across the U.S.
through learn to swim grants and community impact grants. Mr. Skufca noted that when the
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These minutes will be officially approved by the USA Swimming Board of Directors at its
November 18, 2023 meeting.

Foundation obtains a surplus, its Board has recently decided to invest half of the surplus (or
more favorable financial outcome) and spend the other half on current priorities. Mr. Skufca
additionally presented the revenue and support breakout for the Foundation between 2022
- 2024 (Attachments 21 - 22).

Ms. Steinfeld presented the Foundation’s newly written Gift Acceptance Policy (Attachment
23).

MOTION: To approve Foundation’s Gift Acceptance Policy for immediate adoption. Seconded.
Motion passed unanimously.

Elaine Calip, Senior Director, Development, presented Mary Wayte-Bradburne as a candidate
to fulfill the remainder of Tom Luchsinger’s term on the Foundation Board of Directors.

MOTION: That the Board approve Mary Wayte-Bradburne to fill Tom Luchsinger’s vacant seat
and complete the remainder of his term on the USA Swimming Foundation Board of Directors.
Seconded. Motion passed unanimously.

Mr. Brearton announced to the Board of Directors his personal support of the Foundation
and that he would match the group’s contributions up to $15,000 this year. Mr. Vincent also
committed to adding to the overall goal when $15,000 is reached, he will personally add
$5,000. Elaine Calip will update progress at the next board meeting.

CLOSED SESSION

BOARD COMPOSITION UPDATE

The Board wentinto Closed Session so Bill Charney, Governance Consultant, could facilitate
a discussion on the Board’s composition.

MEMBERSHIP UPDATE
The board remained in closed session to discuss the ]SL.

ADJOURNMENT
Mr. Brearton adjourned the September 23, 2023 meeting of the Board of Directors at 11:30
a.m. Mountain Time.

Respectfully submitted:

Wil f(%z”/(//?//

Michelle Steinfeld, Secretary and General Counsel Chris Brearton, Board Chair
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These minutes will be officially approved by the USA Swimming Board of Directors at its
November 18, 2023 meeting.

USA Swimming Board of Directors Meeting Minutes
September 23, 2023 / Colorado Springs, CO

PRESENT

Katy Arris-Wilson, Chris Brearton, Kenneth Chung, Kathy Fish, Tim Hinchey, Ira Klein, Katie
Meili, Sabir Muhammad (virtual), Kathleen Prindle, Michelle Steinfeld, Ashley Twichell, Bob
Vincent.

NOT PRESENT
Maya Andrews, Tony Ervin, Bruce Gemmell, Natalie Hall, Clark Hammond.

GUESTS
Bill Charney.

STAFF
Elaine Calip, Paula D’Amico, Shana Ferguson, Courtney.dntara, Lindsay Mintenko, Ellery
Parish, Joel Shinofield, Michelle Steinfeld.

CALL TO ORDER
Chris Brearton, Board Chair, called the September 23, 2023 Board of Directors meeting to
order at 2:07 p.m. Mountain Time.

BOARD CHAIR’S WELCOME
Mr. Brearton congratulated Kathleen Prindle on her reelection to the Board and welcomed
Sabir Muhammad to the Board.

ADJOURNMENT

Mr. Brearton adjourned the September 23, 2023 meeting of the Board of Directors at 2:15
p.m. Mountain Time.

Respectfully submitted:

Wi sdef

Michelle Steinfeld, Secretary and General Counsel Chris Brearton, Board Chair
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Performance Monitoring Report

TO: USA Swimming Board of Directors
FR: Tim Hinchey lll, President & Chief Executive Officer
RE: Internal Report — Management Parameters
Annual Monitoring on Policy 3.0: General Management Constraint
DA: November 11, 2023

We hereby present the monitoring report on the Policy 3.0 “General Management Constraint” per the monitoring
schedule set forth in Board policy and certify that the information contained in this report is true for the year ended
November 11, 2023

Signed W , President & CEO

/// /// [///C/ i%z/‘f{/ /// Secretary & General Counsel

POLICY PROVISION: “The CEO will not cause or allow any practice, activity, decision or organizational
circumstance that is unlawful, imprudent, in violation of commonly accepted business and professional
ethics and practices, or inconsistent with the USOPC’s Bylaws or USA Swimming’s Rules and
Regulations.”

CEO’S INTERPRETATION: (No change since previous report)

| interpret “practice, activity, decision or organizational circumstance” to mean and include all operational activities,
methods and decisions under the authority delegated to the CEO (i.e. other than those retained by the Board
and/or delegated by the Board to its officers and committees).

The “unlawful” provision is interpreted to require organizational compliance all with jurisdictional (i.e. local, state and
federal) laws governing the NGB, inclusive of the Ted Stevens Olympic and Amateur Sports Act. “...Inconsistent
with the USOPC’s Bylaws or USA Swimming’s Rules and Regulations” is similarly seen as a straightforward
expectation.

| interpret “commonly accepted business and professional ethics and practices” to be those that are normative for a
high-profile national entity. However, as USA Swimming strives for “Best in Class” recognition, we strive for best
management practices and excellence in our field.

As to the Board’s expectations regarding prudence in organizational processes, these are comprehensively
addressed in the subsequent Management Parameters policy titles, each of which are interpreted and reported on
according the Board’s monitoring schedule, or if/fas exceptions (situations of non-compliance) arise. If a
decision/action arises about which there is not clear Board policy guidance, | interpret this “prudence” provision to
mean the Board'’s judgment would be whether it was consistent with what a reasonably prudent executive would do
in similar circumstances.

REPORT:

Per my interpretation above, we address the Board’s expectations about prudent, ethical, and professional
business practices in the specific monitoring reports provided to and judged by the Board on each of the other
Management Parameters policies. | am therefore focusing this report on the policy provision proscribing against
actions or situations that are unlawful or inconsistent with the USOPC’s Bylaws or USA Swimming’s Rules and
Regulations. In addition to my duty as CEO to inform the Board of any actual or anticipated non-compliance with



any of its governing policies, our Employee Handbook conveys to employees (per the Treatment of Staff policy) the
expectation that they convey, with no fear of retaliation, good faith concerns regarding organizational situations that
are unlawful.

Following its successful audit by the U.S. Olympic & Paralympic Committee (the “USOPC”), on June 23, 2023, the
USOPC Certification Review Group (the “CRG”) recommended that USA Swimming be granted a certification
status of Renewal in Good Standing for a four-year certification term ending in 2027. The CRG evaluated USA
Swimming based on input from CRG members and the results of USA Swimming’s 2022 Compliance Audit. The
CRG reviewed five core areas for certification: Governance and Compliance, Financial Standards and Reporting
Practices, Athlete Protections and Rights, Sport Performance, and Operational Performance. The CRG members
agreed that USA Swimming is presently meeting the requirements and expectations for a national governing body.
The CRG did not identify any operational concerns or cultural issues that would prevent the organization’s
continued certification. The USOPC published the full Certification Report on its website on July 7, 2023, which
served as the USOPC'’s official public announcement of the certification.

USA Swimming currently is a defendant in four lawsuits involving alleged sexual abuse of a minor that assert the
organization was negligent, and we are actively defending those suits, as well as other smaller personal injury
claims. In addition, the auditor verifies with legal counsel the status of any active or known to be pending material
litigation, of which, with exception of child sexual abuse issues noted above, there has been none in this reporting
period.

There have been no allegations or charges pertaining to organizational noncompliance with any statutes.

Finally, | am unaware of any circumstances in which we have acted inconsistent with USA Swimming Rules &
Regulations. The USOPC Compliance Department received one complaint against USA Swimming, alleging that
the organization did not follow its National Board of Review procedures in adjudicating a complaint filed by that
individual against a swim club Board of Directors. The USOPC confirmed that USA Swimming did comply with its
procedures and promptly closed the matter.

In summary, there have been no indications of unethical or unlawful behaviors or conduct in the staff/business
organization in this reporting period. We base this on extensive dialogue with our staff, review of feedback and
concerns expressed by members and other stakeholders.

We therefore report COMPLIANCE.



Performance Monitoring Report

TO: USA Swimming Board of Directors
FR: Tim Hinchey lll, President & Chief Executive Officer
RE: Internal Report — Management Parameters
Annual Monitoring on Policy 3.7: Compensation and Benefits
DA: November 11, 2023

| hereby present the monitoring report on Management Parameters Policy 3.7 “Compensation and Benefits.” | certify that
the information contained in this report is true for the year as of November 11, 2023.

Signed , President & CEO

BROADEST PROVISION: “With respect to employment, compensation and benefits for employees, consultants,
contractors or volunteers, the CEO will not cause or allow jeopardy to USA-S’ fiscal integrity or public image.”
CEO’S INTERPRETATION: (No change since previous report)

When determining and adjusting the compensation and benefits afforded to employees, consultants and contract workers,
and recognition/perquisites afforded to volunteers, the CEO must be cognizant of and balance our reputation as a
competitive employer that attracts top talent and as a prudently run non-profit corporation.

As to the benefits afforded to volunteers, the critical issue is that they be appropriately recognized and treated fairly.
These are addressed in our monitoring report on “Treatment of Employees and Volunteers” Policy 3.3. Other than that,
the subsequent provisions comprehensively address this broadest policy statement. They are interpreted and reported
below.

POLICY PROVISION 1: “The CEO will not establish salaries and benefits that deviate materially from the
geographic and/or professional market value for the skills employed.”

CEO’S INTERPRETATION: (No change since previous report)

To be a “best in class” NGB, our human resources need to perform and be recognized as one of our most vital assets.
This requires that we offer competitive compensation and benefits packages and provide opportunities for growth and
recognition. “Competitive” in our case would be packages at least similar to those for peer positions at comparable
organizations (i.e., non-profits with annual operating budgets between $25-50 million) and with consideration of
geography. The lower cost of living in Colorado Springs is favorable in many ways, offset in part by the fact that for senior
management positions, we aim to attract and retain highly qualified professionals from a national talent pool.

Salary bands have been established based on the level of positions in the organization, with assessments of market data
(as applicable), such as those periodically published by Employers Council. We generally target the median salary for
comparable positions, with variation depending on years of experience, specific job descriptions, etc.

REPORT:

USA Swimming has hired 13 full time employees since December 1, 2022. It has also posted additional opportunities
across the organization; there are currently 4 full time positions and 1 fellowship posted.

USA Swimming is in the process of conducting 2023 Performance Reviews, beginning in October of 2023. Last year, the
Human Resources Department successfully developed a new evaluation form and ratings system, to allow for more
nuanced and specific review by managers of their direct reports. USA Swimming is using this same evaluation process in
2023 with only minor changes. The USA Swimming Compensation Committee will meet from November 2 through
November 15 to review employee self-assessments and employee reviews. The Committee will review salary bands,
market trends, and the individual performance evaluations to make determinations regarding 2023 bonuses and 2024
salary increases.

| therefore report COMPLIANCE.

POLICY PROVISION 2: “The CEO will not change his or her own compensation.”



CEO’S INTERPRETATION: (No change since previous report)

| interpret this to mean that | may not change my compensation, defined as salary and/or money received as bonus
compensation. Governance Process Policy 2.3 “Agenda Planning” states that CEO remuneration will be decided by the
Board of Directors in November, to be effective on January 1st, and that any bonus compensation will be determined in
the first meeting of the subsequent calendar year and paid not later than February 28th.

REPORT:

My current salary was established by the Board at its November 23, 2019 meeting. Since that time, the Board has made
subsequent determinations regarding my salary and bonus. There have been no other changes to my compensation.

| therefore report COMPLIANCE.

POLICY PROVISION 3: “The CEO will not change his or her own benefits, except as consistent with the package
for all other employees.”

CEO’S INTERPRETATION: (No change since previous report)

| interpret this to mean that | cannot change my benefits package, except for changes that are consistent with the benefit
program provided to all full-time employees. These benefits currently include paid time off, health insurance, dental
insurance, vision insurance, life insurance, a 401k plan and short- and long-term disability plans. My authority to make
changes to the full-time employees’ benefits is restricted to changes being compliant with policy provision #4 below,
addressing the importance of our benefit offerings being competitive with, but not deviating materially from, the
geographic market.

REPORT:

| receive the same employee benefits package as all other full-time employees. There were no material changes to this
package in the past year. As per my employment contract, | do receive other benefits as CEO, but there have been no
changes to those since | began employment here at USA Swimming.

| therefore report COMPLIANCE.

POLICY PROVISION 4: “The CEO will not promise or imply anything other than "at-will" employment.”

CEO’S INTERPRETATION: (No change since previous report)

| interpret this policy to mean | do not have authority to offer, promise imply, or approve, either verbally or in any written
correspondence, permanent or guaranteed employment, either at the time of recruitment or during the term of
employment. | interpret “at-will employment” to mean that either party is free to terminate the employment relationship at
any time with or without cause.

Though not currently foreseen, if a key hiring opportunity were to present itself and an employment contract was vital to
attract a senior staff member, any such decision would require approval by the Board of Directors.

REPORT:

The CEO is the only employee at USA Swimming that has an employment contract, which was negotiated and approved
by the Board of Directors.

All new hires are provided with an offer letter containing explicit language regarding their “at-will” status, with language
including: “The information in this letter is not intended to constitute a contract of employment, either express or
implied. Your employment with USA Swimming is at-will and either you or the company may terminate the relationship at
any time.”

Additionally, all employees are provided with a copy of our Employee Handbook that contains explicit affirmation of
employees working solely “at-will,” with language including: “At USA Swimming, neither the employee nor the company is
committed to an employment relationship for a fixed period of time. Either the employee or management has the right to
terminate the employment relationship at any time, for any reason.”

All employees sign a document acknowledging receipt of this handbook. The acknowledgement form also states explicitly
that we are an at-will employer. All employees with hiring authority have been explicitly trained in the importance of
adhering to this policy.

| therefore report COMPLIANCE.




POLICY PROVISION 5: “The CEO will not create obligations to consultants or contract vendors that are not
consistent with annual/quadrennial budget plans.”

CEO’S INTERPRETATION: (No change since previous report)

| interpret this to mean that | am not permitted to enter into contracts, agreements, or any other form of binding obligation
that would extend beyond a quadrennial period without Board approval.

REPORT:

All contracts, agreements, and binding obligations are entered into for intervals within this limitation. Further, we ensure
there are “out-clauses” that relieve us of obligations if a vendor/venue does not meet contracted performance
requirements.

| therefore report COMPLIANCE.

POLICY PROVISION 6: “The CEO will not establish or change retirement benefits that would cause situations
unpredictable for the organization or inequitable for employees.”

CEO’S INTERPRETATION: (No change since previous report)

| interpret this policy to mean that while, per provision #1 above, | have authority to establish and/or modify benefit
programs to ensure consistency and competitiveness with the marketplace, as long as consistent with all Board policies.
As to retirement benefits, | may not enter into or revise any such programs if the consequence to the organization would
be either unknown in advance or not equitable among affected employees. Our retirement benefits program is a “defined
contribution” plan, which mitigates that risk.

REPORT:
Effective January 1, 2021, our 401(k) program benefits are as follows:

- USA Swimming will match employee contributions up to 4% of base salary for all full-time employees after
one year of employment (effective January 1 or July 1 of each year, depending on start date).

- After two years of service, USA Swimming makes an additional non-matching 6% contribution (up to 10%
total available if the employee utilizes the full 4% match above, up to a maximum of the same $33,000 (for
2023)).

These benefits are offered equally to all full-time employees.
| therefore report COMPLIANCE.



Location: Article 2 Corporate Bylaws

Purpose: To recognize that Apprentice Officials do not need to register as USA Swimming members,
subject to further restrictions found in the USA Swimming Operating Policy Manual.

Effective Date: Immediately (November 18, 2023)

ARTICLE 2 MEMBERSHIP
2.6 PRIVILEGES AND RESPONSIBILITIES OF MEMBERSHIP

.5 The following individuals are required to be non-athlete members of USA Swimming. ..

This does not apply to volunteers such as apprentice officials, timers, meet marshals, computer
operators, etc., who only have limited contact with athletes during a meet. However, any individual
who is banned, currently suspended or ineligible for membership is prohibited from serving as an
apprentice official, meet marshal, timer, or computer operator or otherwise being on deck at any time
in connection with a USA Swimming activity. Apprentice officials must still register with USA

Swimming under the “apprentice official” non-membership category. “Apprentice official”
registration is a one-time registration, only valid for 60 days and cannot be renewed.
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EXECUTIVE SUMMARY

In , USA Swimming commissioned a study to examine the experiences of
coaches whose teams’ achieved “Club Excellence” status. In total, 519 coaches were
invited to participate in the study, garnering 371 respondents (71%).

The purpose of this study was to examine the experiences of Club Excellence coaches
and how USA Swimming can better support these coaches. IntelliSport Analytics used a
mixed methodological approach, applying quantitative (rating questions) and qualitative
(open-ended responses) methods. Using this approach, the study examined:

Coach Satisfaction with USA Swimming

Perceived Support from USA Swimming

Rating of Programming & Services

Frustrations with and Recommendations for USA Swimming

This study found that Club Excellence coaches are generally satisfied with USA
Swimming, but coaches did not rate the Organization in several key metrics above a 50%
top-box threshold (Satisfied, Very Satisfied), indicating opportunity for improvement.
Overall satisfaction with USA Swimming was rated (37% CSAT) — additionally technical
coaching and performance development support, competitive opportunities, and athlete
camp opportunities were all below a threshold of 50% satisfaction. A Coach Effort Score
(CES) of (29%) indicates there may be barriers preventing coaches from easily receiving
the support they need from USA Swimming. However, coaches highly rated their
engagement with Team Services and National Team Division staff, suggesting staff
interaction is very positive. Net Promoter Score (NPS) was used to measure how likely
Club Excellence coaches were to recommend their colleagues to seek support from USA
Swimming. The NPS rating of (-18) indicates there are far more Club Excellence coaches
that are detractors than promoters.

Coaches’ frustrations and concerns with USA Swimming were deeply linked to the
recommendations they offered. Coaches’ frustrations with communication manifested in
recommendations for more personal engagement from USA Swimming staff. Concerns
connected to USA Swimming policy led coaches to suggest improvements to coaching
certifications to limit their burden. Coaches were concerned with the lack of
opportunities to build technical skills - calling for better support and access to
education, resources, and clinics.

Club Excellence coaches whose clubs received medal designation (Gold, Silver, Bronze)
and National and Junior National Team coaches are more satisfied with USA Swimming.
Female and minority coaches are also generally more satisfied with USA Swimming.

PAGE 1



To address the low satisfaction of coaches with USA Swimming, the Organization should
consider adopting the following strategies:

e Developing a working group of Club Excellence coaches to have a more in-depth
conversation to discuss the findings from this report. A representative sample of
coaches could provide additional feedback to USA Swimming staff and confirm the
recommendations provided by coaches outlined in this report.

e USA Swimming should systematically track its NPS satisfaction score to track how the
Organization progresses or regresses.

e Examine the experiences of National and Junior National Team Coaches to
understand how this population communicates with USA Swimming and what
resources most benefit these coaches.

o USA Swimming should collect experiential data to understand the barriers women
and minorities face to become Club Excellence coaches. This data can inform DEI
strategies to improve representation within the coaching ranks.

e Improve communication by: prioritizing high quality, highly personalized
communication with coaches; reiterating the importance of transparency in all forms
of communication, at all levels.
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INTRODUCTION

CONTEXT

In October of 2023, USA Swimming commissioned a study to examine the
experiences of coaches whose teams’ achieved “Club Excellence” status. In total,
519 coaches were invited to participate in the study, garnering 371 respondents
(71%).

The purpose of this study was to examine the experiences of Club Excellence
coaches and how USA Swimming can better support these coaches. IntelliSport
Analytics used a mixed methodological approach, applying quantitative (rating
questions) and qualitative (open-ended responses) methods.

The study focused specifically on several areas:

Coach Satisfaction with USA Swimming

Perceived Support from USA Swimming

Rating of Programming & Services

Frustrations with and Recommendations for USA Swimming
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METHODOLOGY

To better understand the beliefs and perceptions held by Club Excellence
coaches, the study was designed to include: (1) rating questions and (2) open-
ended responses. The survey was built by the researchers to examine the four
key research areas. The survey was available for completion from October 16th to
October 27th, 2023. Coaches were invited to participate in the study via email by
IntelliSport's survey platform.

n
The letter “n” refers to the number of people being referred to in the research.
For example n=371is the number of coaches who participated in the survey.

TOP BOX

In this survey, Top Box refers to the percentage of participants who gave
unqualified high ratings on a question. In most cases, the question was asked on
a 7-point scale (“strongly disagree” to “strongly agree”). The Top Box is the
percentage of participants who gave a rating of “agree” (6) and “strongly agree”
(7). As a general guide, a Top Box score of above 50% is good and above 70% is
outstanding.

STATISTICALLY SIGNIFICANT DIFFERENCE

In this report, when we present two numbers from the survey as being different
from one another we are referring to a statistical term called “significant,” which
is determined from a statistical test such as an ANOVA or a t-test. This means we
are 95% confident the number difference is not caused by chance and if we
conducted the survey again, we would see the same difference.

DEMOGRAPHICS
IntelliSport did not ask the study’s participants to self-identify demographic data
In the survey in order to protect their identity from USA Swimming and to

encourage more forthcoming responses to questions. See Figure 1 for respondent
information.
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FIGURE 1: Respondent demographic information

Male

86%

371 (71%)

319

Female

14%

48.9

52

White 84% 310
| Prefer Not to Answer 8% 28
Asian 2% 9
Hispanic or Latino or Spanish Origin of o0 8
any Race
Multiple Ethnicities 2% 7
Black or African American 1% 4
Native Hawiian or Other Pacific Islander 1% 2
American Indian or Alaska Native 27% 1
None of the Above 27% 1
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Mean 20.5
Median 21
Max 37
Minimum 2

Junior National Team

Current 11% 39
Former 30% m
Never 60% 221
National Team
Current 3% 10
Former 16% 59
Never 81% 302

Club Type

Board Run 58% 217
Coach/Privately Run 21% 79
Institutionally Owned 20% 75
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Mean 322

Median 267

Max 1944
Minimum 5

Gold 5% 17
Silver 18% 65
Bronze 21% 79
No Medal 57% 210

Mean 13
Median 1

Max 83
Minimum 1
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PART | - COACH EXPERIENCE RATINGS

The purpose of this study was to examine the experiences of head coaches
who represent the top USA Swimming Club Excellence programs. This study
also measured the coaches’ perceptions of how easy or difficult it is to
receive support from the Organization. Lastly, questions were asked to
measure the effectiveness of USA Swimming to meet the needs of coaches.
The survey captures sentiment in the following key areas:

1.Coach Satisfaction
2.Coach Effort
3.0rganizational Effectiveness

COACH SATISFACTION

Measuring customer satisfaction identifies how well an organization meets the expectations
of a customer, or in this specific case coaches. Measuring customer satisfaction provides an
indication of how well an organization is providing services, resources and making
meaningful connections. The business industry uses customer satisfaction scores (CSAT) as
a benchmark to gauge how satisfied customers are with a service, product or relationship.
This metric was adopted in this study to measure coaches’ satisfaction.
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The first question in the survey asked a global rating question of coaches’ satisfaction with
USA Swimming, followed by three specific questions that measured direct resources and
benefits the Organization provides to coaches. The questions in the survey were asked on a
7-point Likert scale (Very Dissatisfied to Very Satisfied). The ratings and CSAT scores in the

following questions provide a benchmark to understand how coaches perceive their
relationship with USA Swimming.

FIGURE 2: Overall how satisfied are you with USA Swimming?

Very Dissatisfied
Dissatisfied

Somewhat Dissatisfied

Neither Satisfied nor
Dissatisfied

Somewhat Satisfied

Satisfied

Very Satisfied

35

The Coaches’ CSAT score of USA Swimming:

The most common rating by coaches regarding their satisfaction with USA Swimming was
Satisfied, (34%).
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FIGURE 3: How satisfied are you with the technical coaching / performance development support from
USA Swimming?

Very Dissatisfied
Dissatisfied

Somewhat Dissatisfied

Neither Satisfied nor
Dissatisfied

Somewhat Satisfied

Satisfied

Very Satisfied

30

Coaches’ CSAT score of technical coaching and performance development support:

The most common rating by coaches regarding their satisfaction with technical coaching
and performance development was Somewhat Satisfied (27%). Additional insight on the
technical and performance support that coaches lack or want from USA Swimming was
revealed in the open-ended questions of this survey. This information is found in Part V.
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FIGURE 4: How satisfied are you with the competitive opportunities supported by USA Swimming?

Very Dissatisfied
Dissatisfied

Somewhat Dissatisfied

Neither Satisfied nor
Dissatisfied

Somewhat Satisfied

Satisfied

Very Satisfied

35

Coaches’ CSAT score of competitive opportunities supported by USA Swimming:

The most common rating by coaches regarding competitive opportunities was Satisfied
(33%). Additional insight on the challenges of competitive opportunities was revealed in the
open-ended questions of this survey. This information is found in Part Il

PAGE 12



FIGURE 5: How satisfied are you with athlete camp opportunities provided by USA Swimming?

Very Dissatisfied
Dissatisfied

Somewhat Dissatisfied

Neither Satisfied nor
Dissatisfied

Somewhat Satisfied

Satisfied

Very Satisfied

40

Coaches’ CSAT score of athlete camp opportunities provided by USA Swimming:

The most common rating by coaches regarding their satisfaction with camp opportunities
for athletes was Satisfied, 37%. Additional insight on athlete camp opportunities that
coaches want from USA Swimming was revealed in the open-ended questions of this
survey. This information is found in Part V.
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COACHEFFORT SCORE (CES)

Measuring coach effort identifies how easily a coach can resolve a problem, receive an answer
from USA Swimming staff, or get the resources they need to be successful. This metric is
considered a strong indicator of customer satisfaction because minimizing barriers and making
an organization more accessible will improve customer (coach) experience. High customer effort
scores indicate customers (coaches) are more satisfied and loyal to the organization. The ratings
and CES in the following questions provide a benchmark to understand how much effort it takes
coaches to receive help from USA Swimming.

FIGURE 6: How easy is it for you to recieve help from staff at USA Swimming?

Very Difficult
Difficult
Somewhat Difficult

Neither Difficult nor Easy

Somewhat Easy

Easy

Very Easy

30

Coaches’ CES score of how easy it is to receive help from staff at USA Swimming:

The most common rating by coaches regarding how easy it is to receive help from USA
Swimming staff was Somewhat Easy (28%). Additional insight on communication with USA
Swimming was revealed in the open-ended questions of this survey. This information is
found in Part Ill.
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FIGURE 7: How would you rate the responsiveness of Team Services staff to answer your questions?

Very Apathetic
Apathetic

Somewhat Apathetic

Neither Apathetic nor
Responsive

Somewhat Responsive
Responsive

Very Responsive

40

Coaches’ CES score of satisfaction with the responsiveness of Team Services staff:

The most common rating by coaches regarding their satisfaction with the responsiveness
of Team Services was Responsive (37%). Additional insight on Team Services staff was
revealed in the open-ended questions of this survey. This information is found in Part IV.

PAGE 15



Coaches were asked to self-identify if they received the designation of Junior National
Team Coach or National Team Coach. 16% of the respondents in this survey identified
themselves as one of the two designations. If a coach self-identified themselves as one of
these coaches, they were asked an additional question about their communication with
National Team Division staff.

FIGURE 8: Are you a National Team or Junior National Team Coach?

Yes

No

100

FIGURE 9: How would you rate the responsiveness of National Team and Junior National Team Staff to
answer your questions?

Very Apathetic
Apathetic

Somewhat Apathetic

Neither Apathetic nor
Responsive

Somewhat Responsive
Responsive

Very Responsive

Coaches’ CES score of satisfaction with the responsiveness of National Team and Junio

National Team Staff:

The most common rating by coaches regarding the responsiveness of Nation Team Division
staff was Responsive (40%).
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ORGANIZATIONAL EFFECTIVENESS

Organizational effectiveness refers to the extent to which an organization can achieve its
goals and objectives while using its resources efficiently. This concept encompasses various
aspects of an organization's performance and its ability to deliver value to its stakeholders.
Organizational effectiveness is critical because it directly impacts long-term success and
sustainability.

This survey asked two questions related to organizational effectiveness. The first question
addresses USA Swimming's responsiveness to meet the needs of coaches. The second
question examines social effectiveness, which examines the organization’s ability to
function and contribute to the needs of its stakeholders. This is an important measurement
of how closely tied the organization is to its stakeholders and ability to fulfill its obligations
to them.

FIGURE 18: USA Swimming’s support of coaches meets my expectations.

Strongly Disagree
Disagree
Somewhat Disagree

Neither Agree nor Disagree

Somewhat Agree

Agree

Strongly Agree

30

Coaches were asked to rate if USA Swimming support of coaches meets their expectations.
Measuring USA Swimming's support of coaches indicates how responsive the Organization

IR RGUNEEEIA The top-box rating of USA Swimming support of coaches was:

The most common rating by coaches regarding USA Swimming's support of coaches was
Somewhat Agree (29%).
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FIGURE 11: The number of programs and services offered by USA Swimming has improved in the last
two years.

Strongly Disagree
Disagree
Somewhat Disagree

Neither Agree nor Disagree

Somewhat Agree

Agree

Strongly Agree

Coaches were asked to rate if the number of programs and services offered by USA
Swimming has improved in the last two years. Measuring improvement of services and
programs indicates if USA Swimming is fulfilling its obligation to meet the needs of
coaches.

he top-box rating of the programs and services offered in the last two years is:

A majority of the coaches in this population rated the improvement programs and services
offered by USA Swimming in the last two years as Neither Agree nor Disagree (35%).

PAGE 18



PART Il - COACH NET PROMOTER SCORE

The second part of this study utilized Net Promoter Score (NPS) to measure how likely
Club Excellence coaches were to recommend their colleagues to seek support from USA
Swimming. NPS is an established benchmark used widely by businesses to measure
satisfaction and the likelihood a person would recommend a company, brand, product,
etc. to other potential customers. NPS ratings are on a scale from (0-10), segmented by
detractors (0-6), passives (7-8) and promoters (9-10). In this study, NPS measured the

likelihood coaches would recommend other coaches to seek support from USA
Swimming.
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FIGURE 12: How likely are you to recommend a fellow coach to seek support from USA Swimming
(scale of 8-18)?
Detractors = Passives ® Promotors
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NPS Score

NPS RATING = (-18)

Research on low NPS scores suggests that low scores do not necessarily indicate customers
or in this case coaches, actively participate in negative word of mouth. Coaches may have
rated a low likelihood to recommend USA Swimming, but may not believe other coaches
would be interested in hearing about their recommendation. Additionally, coaches who had
positive experiences with USA Swimming may have still rated NPS low, but are not willing to
recommend working with USA Swimming out of fear a recommendation may lead to a poor
interaction with the Organization. Lastly, the NPS benchmark may be a poor substitute for a
more appropriate question that needs to be asked in future studies. Asking specifically
“how likely are you to give a negative recommendation of USA Swimming” wouldTidentify if
coaches actively dissuade other coaches from seeking help from USA Swimming.

! Dawes, J. G. (2023). The net promoter score: What should managers know?. International
Journal of Market Research, 14707853231195003.
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The NPS rating in this study is low and indicates a high likelihood that coaches are not
recommending other coaches to seek support from USA Swimming. Despite this low rating,
additional evidence is needed to gauge the experiences of coaches and their willingness to
recommend other coaches to work with the Organization. This will clarify if coaches are
actively dissuading peers from utilizing the resources and services of USA Swimming or
simply choosing not to be vocal promoters.
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PART Ill - COACH CONCERNS &
FRUSTRATIONS WITH USA SWIMMING

This study asked two specific open-ended questions to provide coaches the
opportunity to provide direct and specific feedback to USA Swimming. Open-ended
responses were analyzed and thematically summarized to find commonalities
between the coaches in this study. Using manual coding techniques and artificial
intelligence, the emergent themes discussed in this section explain the coaches’
current perspectives on why they are frustrated or have concerns with USA
Swimming.

Figure 13 details the variety of responses coaches shared:

FIGURE 13: Concerns & Frustrations with USA Swimming

Lack of Support

Lack of Support- Base Clubs

Website Challenges
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Communication Difficulty

Swims3.8 / OME

Registration Difficulty

Meet Registration Difficulty

Coaching Certifications

Burden to Coaches

Lack of Vision

Desire for Technical Support

Improvement to Safe Sport

Fees / Financial Cost

Legal Protectionism

Coach Burnout
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The reasons why coaches are frustrated or concerned with USA Swimming are explored in
further detail below. Select quotes from coaches are curated to provide further detail and
bring to life coaches’ opinions. The quotes best represent the sentiment that many of the
coaches shared in this study.

General concerns about the direction of USA Swimming, the focus on elite
athletes, and the perceived lack of support for coaches and clubs below the national level.

Most services and support only goes to the highest levels of the sport.

Their lack of concern for the average swimmer and program and their view that we are members to be
governed by them versus that we are customers to be supported in hopes that we continue to seek their
product.

From the outside USA Swimming appears to be focused on its business model and business performance as
opposed to its support for clubs, athletes, and families. Swims 3.0 is a disaster continuing to drive problems at
club level.

We as a club really have nothing to do with USA Swimming because |, as the head coach, don't initiate
anything and that is my fault. However, it seems that our members all pay annual dues and the most they get
out of it is really just putting their times in a big database and, therefore, having eligibility for the elite kids to
swim in very big national meets. For 95% of USA Swimming members it's just about the database. |, as a coach,
don't feel connected to USA Swimming at all which, I'll admit, is largely my fault.

There is an us/them feeling right now. | have heard it from both staff and coaches. We should be working
together to improve the athletes. There are going to be hard decisions, and the delivery/transparency from
both sides could be better.

| have over 400+ USA swimming members on my team, and for about 10 years we have had no one from USAS
come to help support our team. | don't think | get the value for the membership fees.

Some members believe that there is insufficient support for
grassroots swimming, with a focus primarily on national-level athletes.

My biggest frustration is that USA Swimming doesn't "see" the heart of its membership. Much focus and
opportunity are given to the elite/high performing athletes and programs, which | agree should be a priority. |
do not believe much is done for those underneath that elite level. | would like for USA Swimming to know what
the issues are for clubs and the members (ex: continued issues of dealing with the new SWIMS database -
these issues and problems should have been thought about and remedied prior to release).

Concerned with the "base" of our sport. Seems to be getting smaller and smaller. USA Swimming needs to
address.

Taking care of those teams at the LSC that may not have strong national level swimmers, yet consistently have

strong age group programs. Help them get to the next level. The base is your foundation - take care of the
base.
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I coach in a small LSC and it feels increasingly harder for our needs and concerns to be met. Our needs are
different than larger, faster LSCs and our participation is hurting because of it.

Lack of follow through on discussion of support, and connection to clubs outside of the largest and top
performers. In person, staff and programs are wonderful, but when not in person, there is no connection to
teams that are outside of the top 20 teams in the country by competitive performance.

There should be more focus on athletes/coaches/clubs that are "sub"-elite to help them take the next step.
Many great educational resources are gone-coach presentations, workout Wednesdays, etc.

- There are widespread complaints about the SWIMS 3.0 system and the
OME (Online Meet Entry) platform, with issues related to functionality, responsiveness, and
support.

The technology overhaul made things much more complicated. Most coaches likely don’t understand how it
made things better.

The rollout of SWIMS 3.0 was a disaster. USA Swimming failed in every sense, including a lack of accountability.
More is being asked of coaches all the time, while USA Swimming should be trying to find ways to make our
jobs easier, not harder. USA Swimming has failed to recognize their job is to support the coaches on the front
lines, not continuously add bureaucratic nonsense.

Failure of SWIMS registration process- massive frustrations for membership.

SWIMS 3.0 has been very difficult to navigate for new families. The report functions are also not helpful on the
new website.

OME and SWIMS rollout was an absolute trainwreck and made our lives very challenging for quite some time.
That is the majority of the reason for my poor rating.

The OME site to register for meets is ridiculous. The old system was much easier to maneuver.

- There were concerns about communication gaps, both in terms
of receiving responses to inquiries and general communication from USA Swimming.

There is a lack of transparency and communication is poor. For example, the changes to relay entries to Junior
Nationals were not properly communicated. Uploading an updated meet information packet isn't
communication. There are significantly fewer employees with swimming and/or coaching backgrounds.
Coaches frustrated with decisions that impact their livelihood are being voted on by athletes and volunteers.
Our sport should be athlete centered, coach driven, and NGB supported. | honestly don't know who is driving
our sport right now.

Lack of proactive communication coming directly from people at USAS..

Communication needs vast improvement. Deflecting from poor rollouts with no accountability does not
engender trust.
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- Many respondents have mentioned frustrations with the new USA-S
registration process, noting that it's complicated and has created additional work for
coaches and staff. There is also a desire for more user-friendly registration methods.

I'm sure I will join a chorus of people expressing their frustration with the registration and SWIMS systems. In
general, USA Swimming's goal should be to make coaches' jobs easier. Instead, the amount of work created by
the new SWIMS database and registration in particular, have taken my time in the registration process from a
couple of hours per year, to at least 20 hours per year. The move to bulk registrations has helped, but the work
of chasing down families to complete a 2nd registration seems frivolous and unnecessary. Overall, | think this
stems from two very different viewpoints. Clubs view USA Swimming as a resource that they employ to help
them with their individual businesses, both on the wet and dry side. USA Swimming at times, seems to see the
clubs as agents that work for them. This disconnect in vision and hierarchy seems to be where most of the
tension arises.

The whole change to registration last year under the guise of 'safety’ when it was really just a shameless
attempt to get more customer contact with swimmers' parents. It was enormously difficult and stressful for
clubs and families to navigate the new process, and just when everyone had figured it out, USA-Swimming
reversed course.

Membership sign-up, parents are getting very aggravated with the new system and lack of help at the moment
they need it.

Changeover in the website, registration, etc. Led to a lot of confusion.

SWIMS 3.0 - It continues to take up much of my time even with the addition of bulk renewals (new families still
have to create an account which takes time to explain and then tracking them down to register).

We are a team of over 650 swimmers and the new registration process has significantly increased the
workload for my business staff. They have been inundated with confused emails from families who are new to
swimming. We have slowed the development of some of our other programs to handle the added workload of
USA Swimmings new registration process.

- Frustration was expressed regarding the issue of meets filling
up quickly, making it difficult for athletes to participate in events. There were also concerns
about changes to national and junior national meets.

While | have some outstanding swimmers on my team (National level), we are in a very small LSC. It is hard to
see how USA Swimming supports the smaller programs sometimes. In the last few months, at least two major
meets that we wanted to attend (LCM Futures and US Open this December) closed before we could get our Rids
entered. It is a significant concern when your highest level athletes can't get the opportunity to compete in
these meets.

Higher level meets, now offered, are not enough. Meets closing out quickly. Answer is NOT just to enter as soon
as the entries are open. Teams will be shut out without some changes.

There should be an upper limit for Futures in the summer. No summer Jr Nat or Nat cuts. The meet should also
not be there to serve college swimmers. 14, 15, and 16 year old club swimmers should not be shut out of that
meet over a month before the deadline when they are the one to meet should be striving to serve. Kids who
make cuts for the first time at their LSC champs are the one you should want to attend.
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| feel the changes made to national meets need to be communicated better. There should not be a cap on
Nationals or Junior National meets, quite frankly it's absurd. If a swimmer qualifies, they should have the
opportunity to compete, no questions asked. USA Swimming should have communicated this well in advance,
not slide it into the meet flier like cowards.

- There's frustration about the increasing number of certifications
required for coaches, making it more complex and costly to remain in good standing. Some
coaches have mentioned the redundancy of certain certifications.

Coach certification process and online training is not user friendly.

Multiple certifications and tedious online learning solely for legal reasons. It's challenging to hire and retain
good young coaches because of what USA Swimming requires of them. It's nice to have the new coaching
category, but | don't know of any other sports or organizations that require so many certifications in order to
be a coach.

Ongoing need for veteran coaches to endlessly repeat educational courses that are redundant & not needed.

Training for coaches is getting very intense and requires a lot of time from coaches. USA-S needs to keep in
mind that swim coaches are still underpaid and requiring too much training will deter younger and talented
coaches to join and will speed up retirement of established coaches.

The certification processes / USA Swimming University for coaches remains far too complex - and exhaustive.
Way too many requirements, difficult to find those that are needed, expiring courses don't open for renewal
until 30 days (or less!) thus forcing a timeframe of when to take. Courses once passed often don't show up
without raising an issue with LSC member services or escalating to USA Swimming.

- USA-S adds administrative burden to coaches.

When we need help, especially with something not black and white, it is virtually impossible to get a straight
answer from USA Swimming, if you can get a response at all. Also, many programs are rolled out and required
before they have been fully vetted and supporters put in place, leaving clubs scrambling to solve problems
they did not create. The “joke” in many conversations is that USA Swimming puts [out] requirements for clubs,
LSC’s and coaches, then tries to figure out how that program will work.

- USA-S lacks long-term vision and planning for the organization.

Clarity of objectives, roles for USA-S as an organization and how coaches can have input or support. It appears
the focus of USA swimming is on sponsor dollars and making swimming “mainstream” - not on the intrinsic
value of the sport including high performers.

Not having a bigger focus on the grass roots of the sport of swimming. Understanding the importance of
National Swimming and what sells our sport, at the same time support for what supports our sport and what
really makes it unique.

USA-S rarely considers the needs/logistics of the average teams, which represent the vast majority of your
membership, when adopting/implementing major changes. You willingly create major problems/liabilities for
clubs when there are simple alternative solutions that would meet your needs and accommodate clubs.
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Desire for Technical Support - Lack of technical support and training that coaches are
seeking.

Planning and information on meets, the database disaster, having a plan to continue to be the best in the
world (doesn't seem like we have any direction/guidance on how to do this - we are left to fend for ourselves),
and the use of information on what the best in the world are doing (having and distribution of data). What
information has USA Swimming sent out in terms of what the best in the world are doing with stroke count,
race splitting, # of Dolphin Kicks, etc?

Lack of educational opportunities for coaches of all levels. You can only get the benefits of USA-S if you place
a swimmer on a team/camp. That's a minimal amount of coaches.

Improvement to Safe Sport- Support, timeliness of Safe Sport is lacking.

In the past, ~3-5 years ago, it was difficult to receive responses when seeking guidance on Safe Sport issues.
Safe Sport is so clearly a necessary part of our sport, but it needs to be done in a way that is not so time
consuming and insulting to the 99.99% of coaches doing it right.

Safe Sport - no teeth, and while | understand the intent and the limitations, it feels like window-dressing much
of the time.

Fees [ Financial Cost- Increasing USA-S fees adds a financial burden to swimming families.

The rising cost of membership. The cost of your membership is more expensive than three months of
swimming on our club for 10 and unders. | have done everything | can to provide for my community but | have
been told by several families the costs of the USA-S membership is a big hurdle.

Fee’s continue to increase LSC and USA Swimming wise making it harder for swimmers to participate.

Annual member fees are really high.

The function of swim meets has morphed over the decades into fundraising events for host teams.
It seems like each year USA Swimming expects us to pay more and do more to remain a coach, but the level of
support does not increase.
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- USA-S concerned with legal obligations more than swimming support.

USA Swimming has turned into a big business mentality. Most programs and requirements put in clubs and
LSC’s don't seems to be driven by a desire to help but more a protect USA Swimming from liability standpoint.

The organization seems to be more focused on legal issues, and indemnification of the organization.
More concerned with protection of organization than protection of coaches and clubs.

Risk Management is starting to take over our sport.

- Coaches are burned-out from coaching demands

Need to invest in coach wellness, not just lip service.

Not New- LC Season there are just too many meets all at once at the end of July. Exhausting, overwhelming for
many coaches.

- Improve the diversity of coaching ranks and support to these individuals.

Improve the diversity of coaches.

We were so excited to attend and it seemed like we spent the whole weekend learning about diversity and
different aspects of inclusion. | thought the purpose of the diversity camp was to take the top athletes of
different races and build them up and make them excited that they could be the next Olympian. Me and my
athlete left wondering where the point of the camp was if it was not to make us believe we were the next big
thing. My suggestion with the criticism would be rather than explaining what diversity is and how tough
situations are in their lives, start empowering them and explaining to them how they can capitalize on the
situations they are in.
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The concerns and frustrations shared by the coaches provide insight into the areas where
USA Swimming is falling short and can improve. Analysis of the coaches’ sentiment reveals
many of the emergent concepts are interrelated and can be categorized into a broader
framework. In fact, many of the comments shared by coaches spanned more than one
specific theme, but fell under a broader framework . The framework below can serve as a
roadmap for USA Swimming to conceptualize the frustrations of coaches and how to best
prioritize resources to meet coaches’ needs.

>> COMMUNICATION - explains
the lack of support broadly
and to base clubs, barriers to
access, and the lack of vision
of USA-S

>> TECHNOLOGY - is linked to
the website , SWIMS3.0 / OME,
and USA-S registration
challenges

>> POLICY - will determine how

USA-S confronts coach
USA SWIMMING certifications, coach burdens,
Safe Sport improvement and
diminishing legal
obstructionism

>> RESOURCES - are essential to
meet coach demand for
technical support and
preventing burnout

>> ACCESS - determines equity
in the sport, removing meet
registration barriers, financial
burdens and diversity in
swimming

PAGE 30



LF

)

- .":"

PART IV - COACH RECOMMENDATIONS FOR
USA SWIMMING

Part IV of this study examined the recommendations coaches provided for
USA Swimming. Using manual coding techniques and artificial intelligence, the
emergent themes discussed in this section share the recommendations they
have for USA Swimming.

Figure 14 details the variety of responses coaches shared:

FIGURE 14: Recommendations for USA Swimming

Coach Development & Support

Technical Support

Communication
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Base Guidance

Clinic & Camp Access

USA-S Rep Access

LSC Support

Health Care & Retirement

Certification Process

Competition Standardization

The reasons for the coaches’ recommendations to USA Swimming are explored in further
detail below. Select quotes from coaches are curated to provide further detail and bring to
life coaches’ opinions. The quotes best represent the sentiment that many of the coaches
shared in this study.

Coach Development and Support- Several coaches mentioned a desire for more
educational opportunities, mentoring, and resources for coaches. The following quotes are
divided between development and support sentiment shared by the coaches.

Development:

It has become increasingly more difficult to recruit and develop coaches. | know the new coaching program is
coming but that just adds someone on deck for me to babysit.

Develop a coaching track that allows coaches to get involved with USA Swimming without the multitude of
trainings, certifications, recertifications, and retrainings. It is clearly a barrier/deterrent for some and a hassle
for all.
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Personally, | was very frustrated before that our point person for USA swimming had limited coaching
experience and could not give applicable advice or help with some of the coaching struggles or difficulties
instead she would just refer to contacting somebody else. Currently a new person has been hired who has
years of coaching experience which is very helpful. | think USA swimming is on the right track in trying to
support coaches and swimmers, however time is very valuable and limited, most coaches are trying to balance
coaching, families, and continuing to educate themselves on the sport. | enjoy learning more about the sport
and how to help my team grow and succeed, however | get very frustrated and angry when | have to sit
through a required class that is just telling me what | already know. Make sure the classes are supplying
information that helps grow both the coaches and swimmers. Quality over quantity!!

I would love to see more of a push for developing the person, teaching a process oriented approach,
maintaining some level of balance, and not results-only thinking. It is hard for sure, but if we are truly going to
impact the culture at USA Swimming, it needs to go in at the Age Group level and coaches need to teach a
healthier approach. | think we actually get faster athletes on the other side if this initiative is pushed forward
because you wouldn't have such high rates of burnout and quitting.

Support:

Bring back the mentorship program to help coaches learn from high level coaches.

Coaches need leadership support to help navigate difficult situations with parents and employees. We live in a
new world of management and swim teams are being run more and more like businesses. The world of
business management has evolved. Coaches need help navigating management of their programs.

More support with coaches mental health and work/life balance. Find examples of successful coaches who
have overcome burnout and have them share their story.

There needs to be a greater emphasis placed upon getting Team Services and Club Development out amongst
the clubs. The quarterly zoom calls are a joke, they aren't providing real value to teams and LSCs that need
direction and growth. There needs to be a greater emphasis (and spending on staff/hiring) on Team Services
and Club Development to help drive progress in the club system.

Support, opportunity and advice for the clubs that don't necessarily have national team swimmers. Many
teams have swimmers right on the cusp and maybe with more support we can elevate more swimmers to a
higher level of competition.

| used to feel like | had a connection with everyone in Team Services, camps, and the National Team. | no

longer feel that way. While | have heard good things about Tim's message at the CEO summit, most coaches
don't feel those things are true. That needs clarity.
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- Coaches recommended allocating more budget and resources to
performance and science initiatives.

More visual presentations on efficient swimming that shows stroke rate, etc. What about efficiency and power
per pull? More resources and education for coaches and swimmers on the importance of nutrition during
training and when attending travel meets, especially for women.

More information without asking, either videos or race analysis readily available - like if today | needed
breaststroke ideas | could go and get them.

I would do a monthly guided learning experience. Covering technique, current issues, dryland, etc.

Digitize and make available the thousands of PHD studies and videos done at OTC.

- Many coaches mentioned the need for more consistent and improved
communication from USA Swimming. They suggested regular updates, newsletters,
webinars, and regional meetings to keep coaches informed about developments in the
sport.

Communication to coaches about changes to competition announcements and deadlines; updates to analytics
such as VCC and training database. Make it easier for coaches to access information. Proactively communicate
with coaches about how to apply for camps, how to qualify athletes for camps, promote junior team
qualification standards so that coaches who don't know what/where to ask can easily access that information.
Let's reinstate a transparent coach selection process based on understood performance criteria.

More collaboration between coaches of all levels and USA Staff.

Continue to have USA members reach to individual teams via email to phone to discuss possible concerns or
answer questions they may have but not sure how to go about it.

- Several coaches mentioned the need to improve the club portal, reports, and
overall website experience. They also recommended better integration between OME,
Registration, and Team Unify.

It seems like you are rolling out things too fast and not tested. Your website is hard to navigate.
Make the website more usable so we can find what we need. Improve SWIMS interface.

Doing beta testing with coaches for technical issues to see if what USA Swimming [designed] is adequate prior
to roll-outs.

More intuitive website or cleaner site map. | feel like I'm missing out on good info sometimes because | simply
can't find things on the website.
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- Coaches expressed a need for support for smaller clubs, recognizing their
successes and helping them grow.

USA-S needs to seek out and hear voices of coaches and admins of average clubs, to understand what their
difficulties may be, before implementing major changes.

I think focusing on the middle of the pack and not just the top 50 clubs - how to reach out to them and work
with them so the grass roots younger swimmers of clubs can learn to elevate themselves and the coaches get

hands-on exposure to top level clubs successful procedures and curriculum.

More resources for age group coaches particularly 12&U. More coaching support for teams that are outside the
Top 200 (or so).

More age group, grass root level, studies on performance and retention in addition to a webpage that is often
updated with age group coaches suggestions. Our program establishes fundamentals for our age group

coaches but would love to have a page my coaches could go to and get new ideas.

Dedicated small club staff or sub-division, move SOP online-- registration, sanction, club renewal, Club
Excellence for small clubs.

We need to be nurturing smaller clubs that are performing at this level.

- Coaches want better access to national and regional clinics.

Camps/clinics, find a way to be more in touch with coaches.

More Zoom meeting opportunities for those who want to do idea exchanges.

Regional one-day clinics offered at least once per year, with experienced swimmers and coaches leading.
Communication of camp opportunities/standards for athletes at a more regional level would be appreciated.
Are National Coaches Summit still a thing? | found them helpful in 2019.

Online clinics during the year are desperately needed, not just the ASCA clinic in the Fall.

If USA Swimming offers a Zoom clinic, record it and post it online.

Proactively communicate with coaches about how to apply for camps, how to qualify athletes for camps.
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- Coaches want improved access to Team Services
Representatives.

More direct, individualized contact from USA swimming to coaches, not distribution like/bulk emails but
something more personal.

Make certain that all clubs over a 2-3 year time frame have contact with USA Swimming personnel.

USA Swimming Zone reps reaching out and offering support and advice would be great. During Covid, we
(coaches) did a few Zoom calls with Jay Chambers and it was very good.

Staff members on the team services and performance end who prioritize relationships with coaches and
actively connect vs. only doing so with the people they know and are close with.

I think it would be beneficial for a USA swimming rep to visit my club and tell me what we could be doing
better or what we are missing out on.

- Improve support & guidance to LSC.

More involvement with the LSC to build in many areas or dissolve the LSC governance.

Get out and visit clubs more often. Get face to face with LSC's and member clubs. Look at better allocation of
resources by looking at how LSC's were created and whether the system can be revamped.

| think that USA reps should be at LSC meetings every other month. Know what is going on and be a part.
I think every year having someone come to the LSC for meetings with coaches.

The monthly LSC leaders meetings were great for a while and did have really good info for coaches. They have
[now] turned into staff dispensing info as quickly as possible and moving on. | am aware of multiple occasions
to have information mentioned there - and have first hand been told by staff, let me look into it. No response
or follow-up. Please we are asking you to work together and for support.

| give over 550,000 a year to my LSC for meet fees. If | had that money | could help my coaches with retirement
funds, better health care and higher pay. When | run my meets my LSC doesn't provide any value. They just yell
if you make a mistake but never help. | get no value from them, but they take a lot for what? Destroy the good
old boys network. Start with a national standard for getting meets approved along with a national standard
for getting meet directors certifications. The LSC's need to be more streamlined and provide better value for
our money.
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- Coaches requested better access to health care & retirement
benefits.

Health care coverage for full time coaches offered affordable to coaches.
The insurance programs are great for those who need it, what about retirement?

Someone within each LSC should be responsible for finding the most affordable health care plan and work a
deal with them on behalf of that LSCs coaches.

USA Swimming needs to take care of its coaches. We can't grow a sport without taking care of the individuals
in charge of fostering the athletes and developing the clubs that make USA Swimming what it is. We need
some type of retirement packages, health care packages, and possibly other support items to reward coaches
with outstanding longevity and long term contributions to our work.

Health insurance programs coaches can buy into from an actual recognized company. Retirement and
financial advice through the NGB. Help life-long coaches learn to plan.

Retirement/ profit sharing, unionize, employment standards for team board of directors. Programs that would
educate board's to compensate coaches properly.

I would like to see USA swimming recommend a pay scale for coaches and teams.

- Coaches want the certification process simplified.

I would like for you to look at your certification requirements and see if they couldn't be streamlined. Are all
the requirements beneficial and necessary? Respecting the time of your coaches.

There should be one page (titled "Certifications" ???) when the coach logs in that is readily evident, and on
that page, a link for each required certification, that takes the coach right to the course. Complete the course.
Move on. It's a "little" better now, but still way too much interaction and [lacks] intuitive webpage navigation
to access.

| have taken the safe sport base course followed by three refresher courses, | am supposed to take the full
three hour long base course AGAIN? That makes absolutely no sense. | can't find anyone to work as an
assistant coach because the sheer amount of requirements from USA Swimming makes it not worth it for
anyone to even bother. It's much easier to get a part time gig at Starbucks. Even with the now somewhat
modified requirements for new coaches.

Condense training into 1-3 courses that are due the same time every 2-3 years. Reward long time compliant
coaches by not having to take them all.
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Competition Standardization - Coaches want USA-S competition rules reformed and
standardized.

For Junior Nationals (summer and winter), you can only swim events in which you have not already qualified
for Nationals or OT.

Put in place a calendar that is not so crowded. In an effort to be all things to everyone we have too many
meets trying to serve all levels, giving everyone 2nd swims and medals. Let athletes rise to a really tough level
at fewer meets. Let's reinstate a transparent coach selection process based on understood performance
criteria.

Workshop policy change with coaches and club/meet admin. What are the real world impacts. Do they make
things better/ safer for Athletes and coaches or are they just lip service. Protect Futures meets for 18 and
under athletes first. Don't open entries until Sectionals has concluded.
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The recommendations shared by the coaches illustrate aspirational support from USA
Swimming to provide professional development, broad-based support and removing
barriers that are impediments to day-to-day coaching and club operations. Similar to the
concerns and frustrations of coaches, analysis of the recommendations reveals that many
of the emergent concepts are interrelated and can be categorized into a broader
framework. In fact, many of the comments shared by coaches spanned more than one
specific theme, but fell under the broader framework. The framework below can serve as a
roadmap for USA Swimming to conceptualize the recommendations of coaches and how to
best prioritize resources to meet coaches’ needs.

>> EDUCATION - is essential for
coach development, technical
learning, and functionally
happens at clinics and camps

>> COMMUNICATION - quality
interactions with USA-S will
ensure positive outcomes.
Improved website experiences
and access to Team Services

USA SWIMMING will faciliate communication

>> POLICY - policy refinement
will improve competition
standardization and
streamline coach certification

> SUPPORT - coaches want
direct support to small clubs,
oversight of LSCs, and
personal benefit support
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PART V - STATISTICAL ANALYSIS INSIGHTS

The Likert-rating questions in this study asked coaches to rate their satisfaction with USA
Swimming, the effort required to receive support and the efficiency in which the support is
provided. In addition to these Likert-rating questions, the study used an NPS rating to gauge
how likely coaches were to recommend a fellow coach to seek support from USA Swimming.
IntelliSport’s data team examined these questions to measure the relationship between
coaches and the demographics of each coach and club in this study to test for statistical
significance.

Statistical analysis examined the group mean differences (through independent sample t-
tests and ANOVAs) of the nine Likert scale questions and NPS question grouped by the
following sample demographics. Significances found are designated by an asterisk :

1.Gender*

2.Club Excellence Medal*

3.Years Coaching

4.Club Size*

5.Number of Coaches*

6.National Team or Junior National Team Coach*
7.Race and Ethnicity*

8.Team Services LSC Advisor

9.Club Type*
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» DEMOGRAPHIC ANALYSIS

Each of the statistically significant demographic groups are treated below:

Women have a more favorable view of USA-S

Are more satisfied with : Rate Team Services more i  Are more likely to recommend

Are more satisfied tech support / development responsive : USA-S (NPS Scale)

7.2
I

USA-S meets expectations Rate programs and services
: as improved

5.1
4.7 I Women
i I -
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Club Excellence Medal coaches

Bronze medal coaches are Gold medal coaches find it All medal coaches rate
more satisfied i easiertorecieve help from i Team Services more
than non-medal ! USA-S Staff than non-medal responsive

B Club Excellence Medal Coaches
[ Non-Medal Coaches
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Clubs with 250 to 5080 athletes

Rate Team Services more
responsive

5.3

B >or=250to 500 athletes
[l <250 Athletes

The number of coaches on clubs matters

Clubs with more than 10
coaches rate Team Services
more responsive

B >or=10Coaches
[/ <10 Coaches

Clubs with fewer than 10
coaches are more satisfied
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National and Junior National Team Coaches

Are more satisfied with camp i Find it easier to receive help Rate Team Services more
opportunities from USA-S Staff responsive

Are more likely to recommend Consider USA-S to meet
USA-S (NPS Scale) expectations

[l NT /NT Coach
U Coach
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Minority coaches compared to white coaches

Are more likely to recommend Consider USA-5 to meet Rate programs and
USA-S (NPS Scale) expectations : services as improved

@ Minority Coaches
U White Coaches
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Institutionally owned clubs

are more satisfied than privately owned
clubs with competitive opportunities

B Institutionally Owned Clubs
@ Privately Owned Clubs
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The following sections examine each question reporting statistical significance based on
the question asked in the study. The number of groups within each demographic impacts
the statistical test used for analysis. For instance, an independent sample t-test is used
when there are two groups, such as National Team/Junior National Team coaches and
those that are neither. When there are 3 or more groups, an analysis of variance is utilized
(ANOVA). For example, in this study an ANOVA was used to test significance between the
three types of clubs: Board Run, Coach/Privately Owned, and Institutionally Owned. If
significant differences are present, a post-hoc analysis is needed to determine which
groups are significantly different from one another. For this study, a Tukey test was used
when significance was present.

SATISFACTION WITH USA SWIMMING

In Part | of this report, it was detailed that coaches on average rated a low overall

satisfaction with USA Swimming. The overall mean was 4.73 and the top box rating was
under 50% at 37.6%. Only gender and the number of coaches on staff found significant
differences in response to the question, amongst the various aforementioned groups.

FIGURE 15: Q1: Overall. how satisfied are you with USA Swimming?

= Not Satisfied = Neutral = Satisfied

Male

Female

o 20 40 60 80 100

Figure 15 above shows the distribution of responses of both males and females. On average,
females are significantly more satisfied with USA Swimming with an average of 5.10,
compared to men with an average of 4.67. Women also combined for a top box rating above
50%, which is considered good for a Likert-scale question.
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Figure 16 below shows the distribution of satisfaction responses segmented by size of
coaching staff. As the mean and median for coaching staffs are 13 and 11 respectively, the
data was segmented into two groups, below 10 coaches and greater than or equal to 10
coaches.

FIGURE 16: Q1: Overall. how satisfied are you with USA Swimming?

= Not Satisfied = Neutral = Satisfied

>=10 Coaches

<10 Coaches

o 20 40 60 80 100

On average, clubs with fewer coaches are significantly more satisfied with USA Swimming
than those clubs with more than 10 coaches on staff. Organizations with fewer than 10
coaches average response of 4.93 is significantly greater than organizations with 10 or more
coaches whose average response was 4.60.

PAGE 48



SATISFACTION WITH TECHNICAL COACHING / PERFORMANCE DEVELOPMENT

In Part I, it was detailed that coaches on average rated a low satisfaction with technical
coaching and performance development from USA Swimming. Analysis of this question
revealed men and women significantly differ in satisfaction with USA Swimming on this
question. On average, women are significantly more satisfied with the technical support

supplied by USA Swimming with a mean of 4.92, compared to men whose mean response
was 4.37.

FIGURE 17: Q2: How satisfied are you with the technical coaching / performance development
support from USA Swimming?

= Not Satisfied = Neutral = Satisfied

(o} 20 40 60 80 100
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SATISFACTION WITH COMPETITIVE OPPORTUNITIES

In Part |, analysis revealed coaches are satisfied with competitive opportunities supported
by USA Swimming. Testing for statistical significance amongst demographic groups revealed
significant differences between institutionally owned clubs and coach/private owned clubs.

Institutionally owned clubs mean response of 5.44 is significantly greater than the mean
average of Coach/Private owned clubs at 4.84.

FIGURE 18: Q3: How satisfied are you with the competitive opportunities supported by USA
Swimming?

= Not Satisfied = Neutral = Satisfied

Institution |17
Coach/Private

Board Run

0 20 40 60 80 100

The figure above visualizes the significant differences between each club type. Respondents
who represent institutional owned clubs were the most satisfied with competitive
opportunities, with only 2 of the 75 respondents responding as “Not Satisfied.” Overall, this
question ranked as the 3rd highest Likert-scale question in this study with a mean of 5.11.
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SATISFACTION WITH CAMP OPPORTUNITIES
Camp opportunities provided by USA Swimming significantly differ in satisfaction between
two demographic groups, Club Excellence medalists and non-medalists and National

Team/Junior National Team (NT/JNT) coaches and those that do not have this designation.

Both Club Excellence Medalists and NT/JNT Coaches are significantly more satisfied with the
camp opportunities provided by USA Swimming.

FIGURE 19: Q4: How satisfied are you with the camp opportunities provided by USA Swimming?

= Not Satisfied = Neutral = Satisfied

Medal 4.

Non-Medal
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When segmenting by medal and non-medal clubs, a Top Box rating above 50% is observed
(58.39%) for clubs with medals. Coaches that responded as “Very dissatisfied” or
“Dissatisfied,” 78.57% represent a club without a medal.

FIGURE 20: Q4: How satisfied are you with the camp opportunities provided by USA Swimming?

= Not Satisfied = Neutral = Satisfied

o 20 40 60 80 100

Similarly, NT/JNT coaches are significantly more satisfied with the camp opportunities
supported by USA Swimming than those that are not NT/JNT coaches. Only 1 out of the 61
NT/JNT coaches responded as “Not Satisfied” with the camp opportunities and the overall
mean for the question was 5.10. NT/JNT coaches average response was 5.39, significantly
higher than the 5.05 mean for non-NT/JNT coaches.
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EASE TO RECIEVE HELP FROM USA SWIMMING STAFF

In Section | of this report, it was detailed that coaches on average rated a low overall
satisfaction with USA Swimming’'s communication. Analysis revealed significant differences
in ease to receive help based on age, NT/JNT coaches, and Club Excellence Medalists.

Coaches 60 and older find it significantly easier to receive help from USA Swimming
compared to coaches aged 40 to 59. Specifically, coaches 60 and older rated a mean
average of 5.02 while coaches 40 to 59 rated a mean average of 4.46 in how easy it is to
receive help.

FIGURE 21: Q5: How easy is it to recieve help from staff at USA Swimming?

= Not Satisfied = Neutral = Satisfied
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Analysis also indicates that NT/JNT coaches find it significantly easier to receive help from
USA Swimming than those that are not NT/JNT coaches. Although an “Excellent” Top Box
rating is not observed, roughly 50% of NT/JNT coaches find it “Very Easy” or “Easy” to
receive help from USA Swimming staff. On average, NT/JNT coaches rated this question
significantly higher at 5.11 compared to 4.51 for non-NT/JNT coaches. This significant
difference continues to indicate a difference in NT/JNT coach experiences.

FIGURE 22: Q5: How easyis it to recieve help from staff at USA Swimming?

= Not Satisfied = Neutral = Satisfied
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Analysis of clubs revealed a significant mean difference between CE Medal designees and
non-medal clubs. CE Medal club coaches on average find it significantly easier to receive
help with a mean of 4.84 compared to a mean of 4.44 for non-medal club coaches.

FIGURE 23: Q5: How easy is it to recieve help from staff at USA Swimming?

= Not Satisfied = Neutral = Satisfied

0 20 40 60 80 100

Overall, across all groups the majority of respondents were relatively neutral on their ability

to receive help from USA Swimming. There is a real opportunity to lower the barriers that
prevent coaches from receiving help from USA Swimming.
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RESPONSIVENESS OF TEAM SERVICES

Analysis of the responsiveness of Team Services staff revealed club size, coaching staff size,
NT/JNT coaches, CE Medalists, and gender are significant indicators of satisfaction Overall,
this was the highest rated Likert-scale question with an average of 5.16 and had a “good”
Top Box rating at exactly 50%.

On average, clubs with 250 or more athletes rated Team Services responsiveness
significantly higher (m=5.43) than clubs with less than 250 athletes (m=4.97).

FIGURE 24: Q6: How would you rate the responsiveness of Team Services staff to answer your
questions?
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Clubs with larger coaching staffs also rated the responsiveness of Team Services
significantly higher compared to clubs with fewer than 10 coaches. The average rating for
larger staffs was a mean of 5.30 while smaller staffs was 4.97.

FIGURE 25: Q6: How would you rate the responsiveness of Team Services staff to answer your
questions?

= Not Satisfied = Neutral = Satisfied
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Females rated the responsiveness of Team Services significantly higher than their male
counterparts. On average, females rated Team Services responsiveness with a mean of 5.44
compared to men averaging a 5.13.

FIGURE 26: Q6: How would you rate the responsiveness of Team Services staff to answer your
questions?

= Not Satisfied = Neutral = Satisfied
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Analysis of NT/JNT coaches rated the responsiveness of Team Services significantly higher
than non-NT/JNT coaches. NT/JNT coaches ratings indicated a “strong” Top Box rating of
67.21% and had a significantly higher mean at 5.61 compared to non-NT/JNT coaches with
an average of 5.08.

FIGURE 27: Q6: How would you rate the responsiveness of Team Services staff to answer your
questions?
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Club Excellence Medalists also find team services staff as significantly more responsive
than non-Club Excellence Medalists. CE Medalists rated the responsiveness of team services
staff on average of 5.40 compared to 5.00 for non-CE Medalists.

FIGURE 28: Q6: How would you rate the responsiveness of Team Services staff to answer your

questions?
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NPS RATING

Net Promoter Score (NPS) measured the likelihood participants would recommend
colleagues seek support from USA Swimming. NPS is a scale from 0 to 10 and segmented by
detractors (0-6), passives (7-8) and promoters (9-10). Coaches rated NPS of USA Swimming
(-18), with an overall average NPS score was 6.47. Gender, minorities and white coaches, and
NT/JNT coaches and non-NT/JNT coaches observed significant differences in NPS scores.

Analysis demonstrated females are significantly more likely to recommend USA Swimming
to fellow coaches than men. Women'’s average response was 7.27 which is considered
passive, while males average response of 6.34 falls in the detractors designation.

FIGURE 29: Q9: How likely are you to recommend a fellow coach to seek support from USA
Swimming (scale 8-18)?
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Minority coaches significantly rated USA Swimming higher than white coaches at 7.52 and
6.44 respectively.

FIGURE 38: Q9: How likely are you to recommend a fellow coach to seek support from USA
Swimming (scale 8-18)?

® Detractor ©= Passive = Promoter
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Minority
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NT/JNT coaches are more satisfied and likely to promote USA Swimming to other coaches
needing support. On average, NT/JNT coaches had an NPS of 7.30, while non-NT/JNT
coaches had an NPS of 6.30.

FIGURE 31: Q9: How likely are you to recommend a fellow coach to seek support from USA
Swimming (scale 8-18)?

® Detractor = Passive = Promoter

NT/JNT Coach

Coach

o 20 40 60 80 100

PAGE 58



USA SWIMMING SUPPORT MEETS COACH EXPECTATIONS

Analysis of coaches' rating of USA Swimming meeting their expectations identified three
groups where satisfaction levels were significantly different, including NT/JNT coaches,
minority coaches, and gender. An overall average of 4.35 for the entire sample is rather low
and is categorized as neutral.

Consistent with previous findings, NT/JNT coaches are significantly more satisfied with the
support given by USA Swimming than those that are not NT/JNT coaches.

FIGURE 32: Q18: USA Swimming’s support of coaches meets my expectations.

= Not Satisfied = Neutral = Satisfied
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Minority coaches are significantly more satisfied with support from USA Swimming than
white coaches. On average, minority coaches' satisfaction level is 5.00, while white coaches'
mean value is significantly lower at 4.32.

FIGURE 33: Q18: USA Swimming's support of coaches meets my expectations.
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Female coaches also feel significantly more satisfied with the support given by USA
Swimming compared to their male counterparts, with mean values of 4.77 and 4.29
respectively. Although females are significantly more satisfied, 4.77 still falls in the “Neutral”
area of satisfaction. Of the 319 males that responded to the survey, 48 or 15.05% responded
as “Not satisfied” with the support given indicating substantial room for improvement.

FIGURE 34: Q18: USA Swimming’'s support of coaches meets my expectations.
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PROGRAMS AND SERVICES IMPROVED IN THE LAST TWO YEARS

This study asked coaches to rate if the programs and services offered to coaches in the last
two years improved. Overall, the average coach is “Neutral” to the change in programs and
services offered as the overall mean is 4.47. There are significant differences between
gender and minority/white coaches in the satisfaction with the changes during this period.

Females rated the changes significantly higher than males with a mean of 5.13 and 4.36
respectively. A large percent (10.03%) of men also responded as “Not satisfied” with the
number of program differences over the past two years.

FIGURE 35: Q11: The number of programs and services offered by USA Swimming has improved in
the last two years.
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Minority coaches are significantly more satisfied with the number of programs and services
offered in the past two years compared to white coaches. With an average 5.06 and 4.45,

there is still major progress needed in order to further improve the program offered and for
all coaches to be satisfied.

FIGURE 36: Q11: The number of programs and services offered by USA Swimming has improved in
the last two years.
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» IMPACT OF COMMUNICATION

The coding of qualitative questions discussed in Parts Ill and IV of this study identified
communication as one of the most common complaints and recommendations to improve
by coaches. Analysis found there were a total of 46 (12%) different individuals that stated
USA Swimming communicates poorly. Analysis was conducted to identify differences
between coaches that mentioned poor communication and those that did not, on all
questions in this study.

Coaches who experienced poor communication

: Are less satisfied with : Are less likely to USA-S doesn’'t meet
Are less satisfied i tech support / development i recommend USA-S expectations

I No mention of poor communication

[ Poor communication

Coaches who experience poor communication in this study were less satisfied with USA
Swimming, less satisfied with technical coaching and performance development, were some
some of the largest detractors of the Organization, and overall rated USA Swimming as not
meeting their expectations.
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PART VI - LONGITUDINAL DATA INSIGHTS

In 2021, IntelliSport Analytics conducted a study to examine the satisfaction
levels and engagement of USA Swimming's nearly 4,000 head coaches. The
study measured coaches’ overall satisfaction with USA Swimming and to
identify and isolate the perceived reasons why there was a disconnection

between USA Swimming and its coaches.

Analysis of the 371 participants in this current study revealed 113 coaches
also participated in the 2021 study. Questions asked coaches in the 2021
study were reviewed for similarity to the current study’s questions. Several
questions were identified as suitable benchmarks to compare to the current
study and determine if changes made by USA Swimming have improved
coach satisfaction. Significant differences were found across three groups of

qguestions.

2021 Study Questions

USA Swimming's communication efforts are an

exchange of not only hearing from the organization,
but also feeling that | am heard by the organization.

USA Swimming holds itself accountable through its
communication.

USA Swimming is a competent organization.

»

»

2023 Study Questions

How would you rate the
responsiveness of Team
Services staff to answer your
questions?

USA Swimming's support of
coaches meets my
expectations.
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Coaches’ experiences likely improved when

Team Services helps coaches be Team Services holds USA-S accountable
heard by USA-S by communicating effectively

[ Being heard by USA-S [l USA-S communication accountability

[/ Responsiveness of Team Services M Responsiveness of Team Services

Coaches’ experiences likely worsened when

USA-S falls short to support coaches

[ USA Swimming is a competent organization

[ USA swimming’s support of coaches meets expectations
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Benchmarking the data from the 2021 study to the current 2023 study indicates coaches are
likely experiencing better service and communication when they engage with Team
Services. USA Swimming is also likely not meeting coaches’ expectations when it falls short
to meet key competencies and governance obligations.
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PART VII - RECOMMENDATIONS

The purpose of this study was to examine the satisfaction of Club Excellence
coaches and how USA Swimming can better support these coaches. The study
examined: (1) coach satisfaction; (2) perceived support; (3) rating of
programming and services; and (4) frustrations with and recommendations for
USA Swimming. Based on the analysis of the data, IntelliSport offers
recommendations for USA Swimming to implement to improve coaches’
satisfaction and the effectiveness of USA Swimming to meet the needs of
coaches.

This study found that Club Excellence coaches' are generally satisfied with
USA Swimming, but coaches did not rate the Organization in several key
metrics above a 50% top-box threshold (Satisfied, Very Satisfied), indicating
opportunity for improvement. Despite the heterogeneity within this specific
group of coaches, there were common experiences that point to the impact
improved communication, services, policy and resources would have on the
day-to-day lives of coaches.

Satisfaction metrics provide a baseline for USA Swimming's strategy — overall
satisfaction with USA Swimming was rated (38% CSAT) - additionally, technical
coaching and performance development support, competitive opportunities,
and athlete camp opportunities were all below a threshold of 50%
satisfaction. USA Swimming will directly impact coaches’ satisfaction by
investing_in technical coaching,_performance support, and improving access to
camps and clinics. These are drivers of overall satisfaction — the open-ended
data supports coaches believe these will benefit their day-to-day efforts.
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A weak rating of how easy it is for coaches to receive help from USA Swimming suggests
that some coaches (Coach Effort Score (CES) of (29%)) are not receiving the support they
need to be effective coaches. However, despite this low rating, coaches indicated an easier
path to receiving support from Team Services staff (50% CES). Coaches who are designated
as National Team or Junior National Team coaches rated the responsiveness of the National
Team Division staff even more favorably (79% CES). This data indicates that when coaches
have meaningful engagement or have established connections with staff at USA Swimming
the barriers to receive help are lowered. Team Services, the National Team Division and the
broader Organization needs a strategic plan to demonstrate the resources and staff
available to help coaches. Direct communication, web-based resources, and grass-roots
campaigning will reiterate to coaches the availability and expertise of the Organization.
Additionally, staff should catalog the barriers coaches express when accessing support -
this will provide a roadmap to diminish or eliminate these barriers.

This study measured the effectiveness of USA Swimming to meet its objectives, which are
Important indicators of an organization’s performance and ability to deliver value to its
stakeholders. This study specifically measured if USA Swimming is meeting the needs of
coaches and if the resources and services provided improved in the last two years. The top-
box score for meeting the expectations of supporting coaches (25%) and program and
service improvement (26%) indicate that USA Swimming's effectiveness can improve to
ensure that membership value is delivered to coaches. USA Swimming should reference the
2021 Coach Engagement study which ranked the most important programs and services
(club insurance, coach clinics, athlete camps - top 3) to coaches and evaluate their current
status and impact.

Net Promoter Score (NPS) was used to measure how likely Club Excellence coaches were to
recommend their colleagues to seek support from USA Swimming. The NPS rating of(-18)
indicates there are far more Club Excellence coaches that are detractors than promoters.
The low NPS score is a reflection of the satisfaction score (CSAT) of coaches, but does not
necessarily indicate coaches are actively discouraging other coaches from seeking USA
Swimming's help. USA Swimming should systematically track its NPS satisfaction score to
track how the organization progresses or regresses.

Coaches'’ frustrations and concerns with USA Swimming were deeply linked to the
recommendations they offered. Coaches’ frustrations with communication manifested in
recommendations for more personal engagement with USA Swimming staff. Concerns
connected to USA Swimming policy led coaches to suggest improvements to coaching
certifications to limit their burden. Coaches were concerned with the lack of opportunities
to build technical skills - calling for better support and access to education, resources, and
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clinics. USA Swimming should consider developing a working group of Club Excellence
coaches to have a more in-depth conversation to discuss the findings from this report. A
representative sample of coaches could provide additional feedback to USA Swimming staff
and confirm the recommendations provided by coaches outlined in this report.

Club Excellence coaches whose clubs received medal designation (Gold, Silver, Bronze) and
National and Junior National Team coaches are more satisfied with USA Swimming. These
two subpopulations find it easier to receive help from USA Swimming Staff, find Team
Services more responsive, and are more likely to recommend coaches seek help from USA
Swimming. It is evident, as coaches become more successful, they are extended additional
benefits. USA Swimming should identify: (1) the methods and how frequently this
subpopulation communicates with USA Swimming staff; and (2) what resources most
benefit these coaches. Identifying these two criteria may provide strategies on how USA
Swimming can scale benefits and resources to coaches outside these designations.

Female and minority coaches are generally more satisfied with USA Swimming. While this
indicates these individuals may not have exclusionary experiences within the sport,
generally there is a lack of female (14%) and minority coaches (8%) representation amongst
Club Excellence coaches. USA Swimming needs to continue its Diversity, Equity, and
Inclusion (DEI) efforts to improve opportunities for female and minority coaches to work for
the highest achieving clubs in USA Swimming. USA Swimming should collect experiential
data to understand the barriers women and minorities face to become Club Excellence
coaches. This data can inform DEI strategies to improve representation within the coaching
ranks.

Communication is a primary driver why USA Swimming lacks engagement and prevents
building equity with coaches. Analysis reveals coaches consistently rated their satisfaction
with USA Swimming higher when they experience higher levels of service- engagement with
Team Services, having their needs met, and recommending peers to seek help from the
Organization suggests they experience adequate communication with USA Swimming.
Longitudinal data from the 2021 Coach Engagement Study supports this - coaches who
previously rated USA Swimming's communication low, but now experience better
communication are overall more satisfied with the Organization. To improve
communication, USA Swimming should consider:

 Prioritize high quality, highly personalized communication with coaches

e Designate key USA Swimming representatives as spokespeople to represent the
Organization to build equity and recognition amongst coaches

o Reiterate the importance of transparency in all forms of communication, at all levels.
Coach loyalty and affinity towards USA Swimming hinges on their belief that the
Organization shares information openly and in a timely manner

e Consider investing in a public relations strategy to coordinate how the Organization
communicates with coaches. A byproduct will be an improved perception of the

Organization
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This report was researched, designed and prepared by IntelliSport Analytics. IntelliSport
Analytics is an organizational change research and consulting firm partnering with sports
leaders. IntelliSport uses mixed-methods data analytics to provide sports industry leaders
with information they need to make informed organizational decisions. IntelliSport
unlocks insights that drive highly functioning and data-informed organizations and teams.
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ASSETS
CURRENT ASSETS:

Cash and cash equivalents

Accounts receivable

Prepaid expenses and deferred charges
Total Current Assets

FIXED ASSETS:

Leasehold Improvements, IT Systems, FF&E, Other

Accumulated depreciation & amortization
Total Fixed Assets

LONG-TERM INVESTMENTS:

Long-term Investments

OTHER ASSETS:
Investment - 2024 Swim Trials
Prepaid rent

Total Other Assets

TOTAL ASSETS

LIABILITIES AND NET ASSETS
CURRENT LIABILITIES:

Accounts payable
Accrued expenses and other liabilities
Deferred revenue

Total Current Liabilities

NONCURRENT LIABILITIES:
Insurance Liability
Line of Credit Payable
Total Noncurrent Liabilities

Total Liabilities

NET ASSETS:
Unrestricted:
Undesignated Net Assets
Board Designated - USSIC
Total Unrestricted Net Assets
Total Net Assets

TOTAL LIABILITIES AND NET ASSETS

USA Swimming, Inc.

Balance Sheet

As of September 30, 2023 and 2022

$ Audited $

9/30/2023 9/30/2022 Change 12/31/2022 Change
$4,639,705 $6,187,753 ($1,548,048) $4,827,053 ($187,348)
1,539,134 4,793,344 (3,254,210) 2,811,312 (1,272,179)
953,019 1,009,721 (56,702) 1,460,690 (507,671)
7,131,858 11,990,818 (4,858,960) 9,099,055 (1,967,198)
14,296,738 16,424,627 (2,127,889) 13,325,826 970,911
(10,082,468) (11,876,737) 1,794,268 (8,931,250) (1,151,218)
4,214,269 4,547,890 (333,621) 4,394,576 (180,307)
23,480,236 27,667,598 (4,187,362) 29,968,412 (6,488,177)
225,000 0 225,000 0 225,000
4,491,042 4,626,185 (135,143) 4,594,827 (103,785)
4,716,042 4,626,185 89,857 4,594,827 121,215
$39,542,405 $48,832,492  ($9,290,086) $48,056,871 _ ($8,514,466)
$2,358,163 $2,509,847 ($151,684) $7,051,819 ($4,693,656)
1,338,159 1,726,064 (387,905) 1,165,248 172,911
8,392,461 9,354,041 (961,581) 16,569,555 (8,177,095)
12,088,783 13,589,952 (1,501,170) 24,786,622 (12,697,840)
618,929 1,067,134 (448,205) 686,478 (67,549)
0 3,000,000 (3,000,000) 1,000,000 (1,000,000)
618,929 4,067,134 (3,448,205) 1,686,478 (1,067,549)
12,707,711 17,657,086 (4,949,375) 26,473,100 (13,765,389)
23,596,772 22,219,323 1,377,449 17,060,779 6,535,993
3,237,922 8,956,083 (5,718,160) 4,522,993 (1,285,070)
26,834,694 31,175,406 (4,340,711) 21,583,771 5,250,923
26,834,694 31,175,406 (4,340,711) 21,583,771 5,250,923
$39,542, 405  $48,832,492  ($9,290,086) $48,056,871  ($8,514,466)
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