A Proven Model for the Future of Swim Clubs
What We Built — and Why It Worked
From 2007 until the pandemic, we ran a swim program in a six-lane, 25-yard pool that consistently produced results far beyond what anyone would expect from a small club.
This wasn’t theory.
This wasn’t a special training group.
This was our daily program.
And more importantly — it is a model that can be duplicated.

The Problem Most Swim Clubs Don’t Recognize
Most swim programs are built around training volume.
More meters.
More repeats.
More “work.”
But racing success isn’t a volume problem.
It’s a learning problem.
Swimmers don’t underperform because they aren’t fit enough.
They underperform because they haven’t learned how to execute a race.

What We Built at WRMS
We trained in a six-lane pool with:
· Up to 6 swimmers per lane 
· Senior swimmers training 5 mornings per week 
· Junior swimmers developing through a structured technical program 
Every Saturday, something critical happened:
Senior swimmers mentored the Juniors for 30–45 minutes.
Then the Seniors stayed for their own technical session.
This created a culture where:
· Learning was visible 
· Standards were shared 
· Younger swimmers developed faster by watching and participating 

The System That Changed Everything
We ran three continuous video feedback systems at every practice.
· Positioned at the finishing end of the pool 
· Each system covered two lanes 
· Fully set up in 3–4 minutes 
· Operated every single day — not occasionally 
On Saturdays, systems were repositioned depending on the technical focus.
Swimmers handled setup and takedown themselves.
This mattered.
Because when something is easy to use — it gets used every day.

What Practice Actually Looked Like
Every session began with:
A 10-Minute Choice Warm-Up
Not prescribed.
Not controlled.
Swimmers learned to:
· Listen to their bodies 
· Adjust based on how they felt that day 
· Take ownership of preparation 
The only constant was time.
Everything else was individualized.

Then: Race-Pace Work
From the start of the main set, training shifted to:
· Race-pace swimming 
· Race-pace kicking 
· Event-specific work 
· Stroke-specific sessions when needed 
Sets were not uniform.
Distances varied.
Rest varied.
Goals varied.
Each swimmer trained based on:
· Their event 
· Their needs 
· Their stage of development 

The Most Important Difference
Every repeat was a feedback opportunity.
With video delay in constant use:
· Swimmers saw themselves within seconds 
· Corrections were immediate 
· Learning was continuous 
Coaching changed from:
“Here’s what you need to do…”
to:
“What do you see?”

The Tribes Learning Model
This is where the program separated itself completely.
At almost every practice:
· Swimmers watched each other 
· Swimmers discussed technique 
· Swimmers made corrections — not just for themselves, but for others 
The result?
By the time swimmers had spent several years in the program:
· They had a coach’s eye 
· They understood technique at a deep level 
· They could analyze elite swimmers 
We had 10-year-olds who could accurately suggest technical improvements for Olympic-level athletes.
Not because they were told what to think —
but because they were trained how to see.

What Happened Over Time
The outcomes were clear and consistent:
· A significantly higher percentage of National qualifiers 
· More swimmers reaching — and exceeding — their potential 
· Strong performances at major competitions 
It was common for our swimmers to arrive at Nationals already swimming best times — with outstanding preliminary swims.
That wasn’t luck.
That was preparation.

What Others Thought
From the outside, the program was often misunderstood.
Low daily and weekly volume led some to label it as:
“A joke.”
Some believed success came from luck.
But swimmers who visited the program told a different story:
“We’ve never trained harder.”
And here’s the reality that mattered most:
· Some of our swimmers struggled with high-volume training camps 
· But those same swimmers consistently outperformed others in competition 
They didn’t train like everyone else.
But they raced better than most.

Why It Worked
Because it wasn’t built on volume.
It was built on:
· Skill acquisition 
· Immediate feedback 
· Race-specific training 
· Athlete ownership 
· Shared learning 
This is not a theory.
This is how humans learn complex skills.


Nothing About This Was Secret
There was nothing hidden.
Nothing proprietary.
Everything we did was visible.
And everything we did is 100% reproducible.
But it was different.
And because it was different —
it was hard for others to accept.

The Real Legacy of the Program
The most important outcome wasn’t medals.
It was this:
Swimmers who grew up in the program:
· Understand technique deeply 
· Think independently 
· Can step into coaching roles with real knowledge 
They don’t just repeat what they were told.
They understand why.

What a Modern Swim Club Should Look Like
If a club is serious about development, it should be built around:
· Continuous video feedback in every practice 
· Race-pace training as the foundation 
· Individualized training within a group environment 
· Swimmers trained to analyze, not just follow 
· Senior swimmers mentoring younger swimmers 
This is not an upgrade.
This is a shift in philosophy.

The Bottom Line
The future of swimming will not be defined by better workouts.
It will be defined by better learning environments.
We built one.
It worked.
And it can be built again.


Take Action — For Clubs and Parents
For Swim Clubs
If you are serious about developing swimmers — not just managing practices — then it’s time to ask some hard questions:
· How many meaningful coach–swimmer interactions happen in each session? 
· How often do swimmers actually see what they are doing? 
· Are your swimmers learning how to race — or just getting through workouts? 
The model outlined above is not theoretical.
It has already been built.
It has already been proven.
And it can be implemented in your program.
If your club is ready to move beyond volume-based training and begin building a true learning environment:
Let’s have a conversation.

For Parents
You don’t have to accept a program that isn’t meeting your swimmer’s needs.
If your swimmer:
· Trains hard but doesn’t improve as expected 
· Performs well in practice but struggles in races 
· Has never been shown how to analyze and improve their own technique 
Then they are missing something critical.
That “something” is not more effort.
It’s better learning.
Small groups of committed parents can create powerful opportunities — even when a club is slow to change.
You’ve already seen what’s possible.

Work With Me
I currently offer high-performance mentoring sessions using:
· Continuous video feedback 
· Race-specific pace training
· Pace Light Technology 
· Proven skill development methods 
These sessions are designed for swimmers who are ready to:
· Close the gap between potential and performance 
· Learn how to actually race 
· Take ownership of their development 
📩 Contact: wrmscoach@gmail.com



Final Thought
Change in swimming rarely comes from within the system.
It comes from coaches and parents who are willing to do something better.
This model works.
The only question is —
who is ready to use it?

