Senior–Junior Swimmer Mentoring Program
Training & Certification Framework for Swim Clubs
Program Purpose
To train senior swimmers to become safe, effective, positive mentors for younger swimmers — strengthening club culture, improving retention, accelerating skill development, and building leadership capacity.

Program Outcomes
Certified mentors will be able to:
· Communicate clearly and positively with younger swimmers
· Model excellent training behavior
· Support technical learning (without replacing coaches)
· Encourage confidence and motivation
· Recognize boundaries and safeguarding rules
· Represent the club professionally
· Contribute to a positive team culture

Program Structure
	Component
	Format
	Time

	Online or classroom training
	Modules 1–6
	3 hours

	Pool-deck practical training
	Modules 7–8
	1.5 hours

	Supervised mentoring practicum
	4–6 sessions
	Ongoing

	Final assessment & certification
	Evaluation
	30 min


Total initial commitment: ~5 hours + practicum

Eligibility for Senior Mentors
· Minimum age: 14–15 (club-defined)
· Good training attendance
· Positive attitude & coach recommendation
· No disciplinary history
· Parent consent (if under 18)

Training Modules

Module 1 – The Role of a Mentor (30 min)
Topics
· Difference between mentor and coach
· Why mentoring matters
· How mentoring improves performance
· Long-term athlete development
· Club values & expectations
Key message:
Mentors guide behavior and mindset — not technique instruction authority.

Module 2 – Communication Skills for Young Athletes (30 min)
Topics
· Age-appropriate language
· Active listening
· Encouragement vs criticism
· Growth mindset language
· De-escalation techniques
· Body language
Practical exercise:
Role-play common poolside situations.

Module 3 – Motivation & Confidence Building (25 min)
Topics
· Recognizing effort
· Handling fear & nerves
· Supporting slow progress
· Avoiding comparison
· Building routine confidence

Module 4 – Safeguarding & Boundaries (45 min) (Mandatory)
Topics
· Code of conduct
· Physical boundaries
· Appropriate communication
· Social media rules
· Mandatory reporting
· One-on-one interaction rules
· Pool safety awareness
Outcome:
Mentors sign a Code of Ethics.

Module 5 – Supporting Technical Learning (Without Coaching) (25 min)
Topics
· Reinforcing coach instructions
· Using visual feedback responsibly
· Observing common errors
· Asking guiding questions
· Avoiding contradictory advice
Special section:
Using video feedback systems appropriately under coach supervision.

Module 6 – Leadership & Club Culture (25 min)
Topics
· Being a role model
· Attendance standards
· Conflict resolution
· Representing the club
· Inclusion & respect
· Supporting new swimmers

Module 7 – Pool Deck Practical Training (45 min)
Activities
· Shadowing a coach
· Practicing positive cueing
· Helping with equipment setup
· Organizing small groups
· Managing transitions
· Supporting nervous swimmers

Module 8 – Video Feedback Integration (Optional but Recommended) (45 min)
Topics
· How to guide swimmers watching video
· What to point out
· What NOT to say
· Using visual learning positively
· Reinforcing one technical focus

Practicum Phase
Mentors complete:
· 4–6 supervised sessions
· Logged hours
· Coach observation checklist
· Feedback meeting

Certification Requirements
To receive certification:
✔ Complete all modules
✔ Pass safeguarding quiz (80%)
✔ Demonstrate positive communication
✔ Complete practicum
✔ Coach endorsement
✔ Sign Code of Conduct

Certification Awarded
Title:
Certified Swim Club Mentor – Level 1
Valid: 1 year
Renewal:
Short refresher + safeguarding update

Program Levels (Optional)
Level 2 – Advanced Mentor
· Supports multiple groups
· Helps with video sessions
· Leads warmups
· Assists new mentors
Level 3 – Leadership Mentor
· Assists coaches
· Runs orientation sessions
· Helps design team culture initiatives




Club Implementation Plan
Phase 1 – Setup
· Appoint Program Coordinator
· Approve curriculum
· Select mentors
· Schedule training
Phase 2 – Training
· Run modules
· Practical session
· Assess
Phase 3 – Deployment
· Assign juniors
· Schedule mentoring sessions
· Monitor
Phase 4 – Review
· Quarterly feedback
· Adjust pairings
· Recognize mentors

Benefits to the Club
Development
· Faster skill learning
· Better technique retention
· Higher engagement
Culture
· Stronger community
· Less bullying
· Higher respect
· Better retention
Coaching Support
· More eyes on deck
· Better group management
· Improved communication
· Reduced burnout
Parents
· Visible leadership pathway
· Confidence in safety
· Clear standards
· Strong role models


