Are Coaches Coaching—Or Just Managing the Pool? A Simple Test for Parents
The next time you watch your swimmer’s practice, try this:
👉 Count the number of swimmer–coach interactions during the session.
Not just instructions shouted to the group—but actual, direct interactions:
· Feedback 
· Corrections 
· Questions 
· Conversations about what the swimmer just did 
Then ask yourself one simple question:
Are the coaches actually coaching… or just managing traffic?

What Most Parents See (and Miss)
From the stands, a swim practice can look busy and productive:
· Swimmers moving continuously 
· Sets written on a board 
· A coach calling out intervals 
· Lots of motion, very little stopping 
It looks like hard work.
But here’s what often goes unnoticed:
👉 How much actual coaching is happening?
Because swimming is unique:
· One coach may be responsible for 20–40 swimmers 
· Most communication is one-way (coach → group) 
· Individual feedback can be rare 

The Difference Between Managing and Coaching
Managing Traffic Looks Like This:
· “Leave on the top!” 
· “Keep the interval!” 
· “Next group, get ready!” 
· Writing sets on the board and keeping things moving 
This is important—it keeps practice organized.
But it is not coaching.

Coaching Looks Like This:
· “Your breakout was too shallow—hit 10 meters before your first stroke.” 
· “You added two strokes that length—why?” 
· “That turn was 1.4 seconds—we need it under 1.0.” 
· “Do that again, but hold your stroke count.” 
Coaching involves:
· Observation 
· Correction 
· Feedback 
· Repetition with purpose 

Why This Matters So Much
Swimming is not just about working hard.
It’s about:
👉 Learning skills and applying them under pressure
Without feedback:
· Swimmers repeat the same mistakes 
· Technique doesn’t improve 
· Race skills never fully develop 
And over time:
· Progress slows 
· Plateaus happen 
· Frustration builds 

A Simple Reality
A swimmer can complete:
· 4,000–6,000 meters in a practice 
But if they receive:
· 0–2 pieces of meaningful feedback 
Then what actually improved?
👉 Distance swum does not equal skills learned

The Game Changer: Video Feedback Systems
This is where things change dramatically.
When a program uses video feedback (especially short-delay systems), the number and quality of coaching interactions increases immediately.
Why?
Because swimmers can:
· See exactly what they just did 
· Compare it to what they were supposed to do 
· Make corrections on the very next repetition 
Instead of guessing, they know.

What Video Feedback Adds to Practice
With a video system in place:
· Every repeat becomes a feedback opportunity 
· Swimmers don’t rely only on memory or feel 
· Coaches don’t need to explain everything verbally 
· Learning becomes faster and more accurate 
A swimmer might get:
· 1–2 pieces of feedback in a traditional session 
But with video:
👉 They can receive 20–50 meaningful feedback moments in the same practice

Why This Matters for Learning
Skill development depends on:
· Immediate feedback 
· Clear visual understanding 
· Rapid correction 
This is how the brain learns fastest.
Without video:
· Feedback is delayed or missed 
· Swimmers forget what they just did 
· Corrections are inconsistent 
With video:
· The swimmer sees it 
· Understands it 
· Fixes it 
· Repeats it correctly 
👉 That’s real learning



The Difference You’ll See
In practices using video feedback:
· Swimmers stop briefly to review, then go again 
· Corrections happen immediately 
· Skills improve within the session—not weeks later 
· Swimmers become more aware and self-correcting 
You’ll hear things like:
· “That’s better—did you see the difference?” 
· “Now hold that on the next one” 
· “That’s your race turn—remember it” 

Why Most Programs Don’t Use It
Despite its effectiveness, video feedback is not widely used because:
· It requires equipment and setup 
· It changes how practices are structured 
· It demands more active coaching 
But the programs that do use it consistently:
👉 Develop swimmers faster and more effectively

The Parent’s Role
When you watch practice, look for this:
· How often does your swimmer receive direct feedback? 
· Are coaches actively observing and correcting, or mostly managing? 
· Is there any visual feedback system in use? 
· Are swimmers improving skills during practice—or just completing sets? 



A Powerful Question to Ask Your Swimmer
After practice, ask:
“What did your coach help you improve today?”
Then follow up with:
“Did you see it, or just hear it?”
Because:
👉 Seeing + doing = learning
👉 Hearing alone = guessing

Bottom Line
A well-run practice can look busy and organized.
But real improvement comes from something much more specific:
👉 Frequent, meaningful coaching interactions—amplified by feedback systems like video
So next time you’re at the pool:
Count the interactions.
Watch closely.
Look for feedback.
And ask:
Is this practice being coached—or just managed?

