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2024 House of Delegates Meeting 

Saturday, October 5, 2024 

Piper Bass Student Center & Virtual Attendance via Zoom 

San Antonio, TX 

Call to order – Mary Evelyn Bowling 9:01 am  

Roll Call – was done in person via a sign-in sheet and online for individuals who included their 

names in the Zoom login. 

The following teams were absent from the HOD meeting. As per South Texas Swimming Policies 

and Procedures, these teams may not host a sanctioned or approved meet until the 2025 House 

of Delegates meeting: BEAQ, CAA, CLAN, COTA, HILL, LIFE, MMA, MSC, PFPF, ROTS, RUSH, STSA, 

TEX, WWW. 

Adoption of 2023 HOD & Special HOD Minutes 

A motion was made by Jennie Lou Leeder and seconded by Garrett Nelson to approve the 

minutes from the 2023 HOD meeting on October 7, 2023, and the special HOD meetings on 

May 21, 2024, and May 28, 2024, as a block with no discussion. Motion PASSES.   

Reports of Officers and Committee Chairs  

Jennie Lou Leeder moved and Garrett Nelson seconded to approve the board and committee 

reports as posted on the website. Motion PASSES. See the attached reports.  

Trey Prinz, Governance Committee Chair, described the arrangements with two consultants to 

the LSC, Reimagine Sports and Mary Ellen Tynan. Reimagine Sports submitted a report 

(attached). Mary Ellen worked to review our LSC’s governing documents.  

Reports were submitted by the STaR Committee, Finance Vice Chair, Senior Chair, General Chair, 

DEI Chair, Age Group Chair, Officials Chair, Operational Risk Chair, Governance Committee Chair, 

Coach Committee Chair, Safe Sport Committee Chair. An additional report included reports from 

delegates who attended the USAS Annual Business Meeting in September 2024. A motion was 

made by Jennie Lou and seconded by BJ Allenstein to approve these reports as posted with no 

discussion. Motion Passes. 

Jessica Evans, Registration Chair, reminded coaches to make sure that the email address in their 

SWIMS portal is the one that they check on a regular basis. USAS will be sending notifications 
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about certifications and reminders to that email address, and South Texas Swimming pulls the 

email addresses from SWIMS to contact coaches.  

Please do not post your team’s OMR registration link on your website, and do not ever publish 

your OMR Outreach Athlete registration link. These links should be given directly to new 

members. Nationally, USAS is having problems with people doing a Google search and using 

someone’s published OMR link to register without realizing that these links are unique to teams.  

If you have athletes training with you on a temporary basis (less than 30 days) from other 

federations, please contact Jessica for the appropriate forms to submit to USAS.  

The office phone (210-479-0881) does not support text messages. Please email at 

registration@stswim.org or call me if you need help. 

Please make sure all of your coaches are registered and in good standing. The old requirement 

for coaches to complete certain courses before registering for the second year has changed. 

Coaches now have 365 days to complete certain courses.  

If you have unregistered members (athletes or coaches) or members not in good standing 

participating in your program, you will not be covered by USAS insurance in the event of a claim. 

There are no grace periods. Please make sure your members are registered and in good 

standing.  

If you take a course and it doesn’t update within 24 hours of completion, please contact me so I 

can troubleshoot for you.  

Approval of Annual Budget - Anne Bennett, Finance Vice Chair (via Zoom) 

Anne presented the 2025 proposed budget, which showed net income of a deficit of $303,040. 

The budget was amended based on the motions below and is attached.  

Anne reports that the LSC’s financial performance in 2023 was positive. Of note, we are not 

spending budget allocated to programming, camps, clinics, swimposiums, DEI, or Outreach. Our 

endowment fund is tracking well against indexes.  

Our financial reports are prepared monthly by the Treasurer, reviewed by the Finance 

Committee, and approved by the Board of Directors. USAS requires our LSC to have an annual 

financial review by a third-party accounting firm and there were no anomalies found.  

The 2025 proposed budget implements items from the strategic planning meeting held in the 

spring of 2024. The nonathlete fee was raised $5 due to requirements from USAS for all 

nonathlete fees to be the same. Splash fees were reduced to account for Block Party meets, 

which produce no revenue to the LSC, with the assumption that swimmers who are swimming 

at Block Party meets are participating where no splash fees are collected instead of at meets 

where splash fees are collected. Revenue for awards was increased to support the additional 

championship meets being proposed for 2025. A line item of $15,000 was added for 

mailto:registration@stswim.org
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professional services for consultations on legal matters, governance, accounting, and 

technology. The HOD allowance was increased for venue selection and member travel expenses.  

The cost of adopting the full strategic plan for the LSC shows an annual budget deficit of 

$303,040 (which included a $90,000 draw from the investment fund; the total deficit was later 

amended to $342,040 due to a math error) to support hiring staff to support the plan, which 

includes camps and clinics, with $120,000 annual salary and medical and workers comp 

benefits. Budget was added to invite 72 STX athletes to participate in the Duel in the Pool 

competition with Gulf, Illinois, and Indiana Swimming with a budget of $80,000. $75,000 was 

added for a weekend coach clinic that would be highly subsidized by the LSC.  

The proposed budget shows a $303,000 deficit (which was later amended to $342,000 due to a 

math error). The loss would be covered by the endowment fund, which has a current balance of 

$1.9 million. The Board of Directors reviewed the budget and voted to pass it.  

The budget for national meet financial assistance was not changed, except to decrease the 

additional amount added for an Olympic year.  

Member discussion was around the following topics: 

• Job description for the proposed $120,000 staff position. A clarification was made that 

this person will coordinate venue selection, vendors, and technology for the proposed 

clinic, based on conversations with Julie Bachman of Reimagine Sports. The person will 

be either a full-time employee with this job description or a contractor with other 

clients. Members were concerned that there was no formal job description for this 

position, and about hiring a company to do this work. A clarification was made that 

Reimagine Sports has assisted with a job description. Members expressed concern about 

voting down an Executive Director two years ago because there was no clear job 

description, and now this is being proposed again at a much higher salary and aligned 

with doing work for camps and clinics. There were also concerns about how this new 

position would interact with interim staff and whether there was sufficient workload to 

justify the costs. Motion FAILED.  

• Details about the proposed $75,000 coach clinic. No motion made.  

• Details about the proposed $80,000 participation in Duel in the Pool. A clarification was 

made that the budget was developed with Julie Bachman of Reimagine Sports, whose 

company manages this event. The budget includes travel, uniforms, entry fees, and 

lodging. There’s a request to use a South Texas pool for the next event, so the travel may 

be local. Duel in the Pool is for the fastest swimmers in the LSC. The event is held in one 

of the participating LSCs each year in May. The event selects 12 athletes per gender, by 

age group ages 11-16. Approximately seven to eight coaches would be selected for the 

event. Expenses for the event vary based on location and facility costs. The proposed 

cost to athletes in South Texas would be $250 per athlete, with the LSC covering the rest. 

There are no time standards for the meet. The LSC would be required to make a four-
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year commitment to Duel in the Pool. Motion was amended to remove funding and 

attendance for Southern Age Group Zones for the next four years and to reallocate the 

current budget to Duel in the Pool. Amended PASSES. Motion to attend Duel in the 

Pool PASSES as amended. 

• Adding an LSC athlete clinic/camp initiative for “below STAGS” to the schedule. No 

budget was allocated to this event. A motion was made to allocate $30,000 to LSC 

camps and clinics for athletes as a line item for the Age Group Committee. Motion 

PASSES.  

• Mike Worley made a motion that was seconded by Garrett Nelson to change interim 

staff members to permanent staff members and to allocate $65,000 to STX staff. Motion 

PASSES. 

• Mark Parshall made a motion that was seconded by Cody Mackall to add $10,000 to our 

budget for Open Water Athlete Development, to support startup costs for LSC teams 

hosting open water events, and to promote open water swimming in the LSC. Motion 

PASSES. 

 

Schedule of Bid Meets – BJ Allenstein 

South Texas Swimming B Championship 

• North Site January 18-19, 2025, hosted by AQTX at Round Rock ISD Aquatics Center. 

• South Site January 11-12, 2025, hosted by AAAA at Alamo Heights Natatorium  

South Texas Swimming STX Championship 

• North Site – February 7-9, 2025, hosted by AQTX at Round Rock ISD Aquatics Center. 

• South Site - January 31-February 2, 2025, hosted by HPAC at CCISD Natatorium 

Short Course STAGS  

• February 21-23, 2025, hosted by AAAA-Northeast 

Short Course Senior Championship  

• February 14-16, 2025, hosted by AAAA-Northside 

Summer B Champs 

• No meet for 2025  

Long Course STX Championship 

• June 27-29, 2025; HPAC at CCISD Natatorium 
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Long Course STAGS  

• July 10-13, 2025 – AAAA at Northside Swim Center 

Long Course Senior Championship 

• July 17-20, 2025 at AAAA Northeast  

ST Swimming Board of Directors Elections  

General Chair:  

• Mark Parshall, AQTX, elected 

• Mary Evelyn Bowling, UN (floor nomination) 

Finance Vice Chair:  

• Garrett Nelson, AAAA-AH (floor nomination), elected 

Age Group Vice Chair:   

• Adam Depmore, LSAC (withdrew) 

• Jennie Lou Leeder, CCSS (floor nomination), elected 

Jr Coach’s Representative:   

• Derek Howorth, SRG, elected 

Safe Sport Chair:  

• Lorna Anaya, UN 

• Will McCormick, WLOO (withdrew) 

• Cody Mackall, HPAC (floor nomination), elected 

Other Elections  

Officials Chair: Electronically elected prior to the meeting by ST Officials 

• Marc Digby, UN, elected 

• Lorna Anaya, UN 

Junior Athlete Representative: Elected electronically prior to the meeting by ST Athlete 

members:  

• Matthew Moreno, SASA 

• Anna Kate Goodson, HOT 

• Harrison Tater, WLOO, elected 
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Admin Board of Review:  

Non-athlete member:  

• Mike Koleber, NTRO, elected 

Non-athlete member, alternate:  

• Mark Parshall, AQTX (withdrew) 

• Janet Risser, YMCA, elected 

Athlete member:  

• Phoenix Mielcarek, WLOO, elected 

• Matthew Moreno, SASA 

• Anna Kate Goodson, HOT 

• Harrison Tater, WLOO 

Athlete member, alternate:  

• Phoenix Mielcarek, WLOO, withdrew 

• Matthew Moreno, SASA, elected 

• Anna Kate Goodson, HOT  

• Harrison Tater, WLOO 

 

Legislative Items 

Consistent Pricing for Multi-site Championship Meets – withdrawn by author 

Submitted by: Daniel Martin, Team Director, Nitro Swimming 

For any championship meets. I believe that if a meet is being hosted by multiple clubs/locations, 

there should be the same price per event/surcharge. This past short course STX Champs, our 

Bee Cave location was originally going to go to a different pool than our Cedar Park location and 

because of that, our Bee Cave families would have paid a higher event fee/surcharge. I 

understand that each pool may price things out differently but for a championship meet hosted 

by different locations, there should be consistency amongst the costs for the families. I think it's 

easy enough for the hosts to agree upon a price per event and surcharge so pricing is consistent.  

Sanction Policy Update—withdrawn by author 

Submitted by: Lindsay Grogan, Nitro Swimming 

I was browsing the Southern Zone website and came across a form that streamlines the process 

for coaches who need to request accommodations for their athletes. I was wondering if it's 

possible for the link to that form to be added to meet information packets for STS meets going 
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forward. If this is something that would need to be voted on at HOD, I would like to submit it as 

a legislative proposal. The form can be found here.  

Outreach Athlete Membership Policy—motion PASSES with immediate effect 

Submitted by: Chase Thompson, DEI Chair 

The DEI committee recommends that STX adopt the following Outreach Athlete membership 

policy. 

Starting September 1, 2024, if a club offers Outreach Athlete memberships, the club’s team 

admin, registrar, and coaches should understand and follow the requirements listed on the 

steps below. This information is also available on the South Texas Swimming website, under the 

Athletes menu.  

A.  The club must confirm the athlete’s eligibility prior to giving the athlete the club’s OMR 

Outreach Athlete registration link. The club’s OMR Outreach Athlete registration link should 

never be posted on any website or made available to the public. South Texas Swimming accepts 

the following documentation as verification of eligibility for Outreach Athlete memberships: 

i. School Breakfast Program (SBP) and/or National School Lunch Program (NSLP) 

ii. Texas CHIP program (Children's Health Insurance Program or Children's 

iii. Medicaid) 

iv. Texas SNAP benefits program (Supplemental Nutrition Assistance Program) 

v. Texas TANF program (Temporary Assistance for Needy Families) 

vi. WIC (Women, Infants, and Children Program) 

vii. Medicaid 

viii. Written documentation by a club representative of demonstrated need 

B.  Documentation of eligibility must be current at the time of the athlete’s USA Swimming 

registration or renewal and must be valid for a minimum of 60 days from that date. Clubs 

are required to verify eligibility annually. 

C.  Within 21 days after registration or renewal with USA Swimming, the club (or the athlete) 

should email the eligibility documentation to registration@stswim.org. 

D.  It is the responsibility of the club to make sure that all Outreach Athlete memberships have 

been properly verified and that the documentation has been submitted to the LSC. If the 

club (and athlete) fail to submit the required eligibility documentation, the athlete’s 

membership will need to be changed to the Premium Athlete membership type. In addition, 

the athlete will not be eligible for financial assistance from the South Texas Swimming 

Outreach Athlete fund until the required documentation has been provided. E. Clubs should 

give their Outreach Athletes this link, which allows them to seek reimbursement for meet 

entry fees under the South Texas Swimming financial assistance program. 
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Approval of Policies and Procedures Updates—motion PASSES with immediate effect 

Submitted by: Trey Prinz, Governance Committee Chair 

The Governance Committee is recommending that we adopt the updates that we have been 

working on in conjunction with Mary Ellen Tynan. As you review the PDF document (posted 

here), the following may help: 

• For anything highlighted in green, the content has not been changed; it has just been 

relocated in the document. 

• For anything highlighted in yellow, that represents an addition, deletion, or change. 

Ballot language 

Given that these updates were approved via email, no vote is necessary unless there are any 

changes at HOD.  

Sanction Process Resolution—motion PASSES with immediate effect 

Proposed by Lindsay Grogan, Nitro Swimming 

WHEREAS, in many cases, it is desirable for requests for modifications and accommodations for 

swimmers with disabilities to be requested using a standard format. 

WHEREAS, it would benefit athletes, coaches, and officials to easily access the standard format 

for these requests. 

THEREFORE, NOW BE IT RESOLVED that a standardized request for modifications and 

accommodations be include in the Meet Announcements for all meets sanctioned by South 

Texas Swimming: Meet accommodation form for swimmers with a disability 2-2-23(3) (posted 

here). 

2025 Championship Meets 

Proposed by: BJ Allenstein, Senior Chair, Championship Meet Committee Chair 

BJ presented a motion on behalf of the Championship Meet Committee to change the schedule 

and formats of South Texas Swimming LSC championship meets as follows: 

1. Split STAGS into two meets STAGS and Senior Champs Motion PASSES 
a. STAGS - 14 and Under Prelim Final Meet 

i. 2 heats of 10 and Under finals 
ii. 3 heats of 11-12 finals 

iii. 3 heats of 13-14 finals 
iv. Allow 2 bonus events with a BB times 
v. Date SC - 2 weeks prior to TAGS / LC - 1 week prior to TAGS (TAGS is early) 

b. Senior Champs - Open Prelim Final Meet  
i. 3 heats open finals 

ii. 2 heats 16 & Under finals 

https://www.stswim.org/szstxlsc/UserFiles/File/LSC%20Governance%20Tab/-draft-2024-10-05-stsi-p-and-p-manual_098454.pdf
https://websitedevsa.blob.core.windows.net/sitefinity/docs/default-source/disabilitydocuments/athlete-necessary-accomodation-form.pdf
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iii. 15-16 A times to qualify 
iv. Allow 2 bonus events with 15-16 BB times 
v. Date SC - 3 weeks prior to Sectionals / LC - Options 

2. Consider Bonus times for STX and B Champs Motion PASSES 
a. This can only happen if we have multiple sites for both B Champs and STX with an equal 

distribution of the teams 
i. B Champs Bonus times - any official time listed in SWIMS 

ii. STX Champs Bonus times - B times 
3. Site split for STX and B Champs Motion was amended to have two sites for STX, North and 

South, with team alignments determined by the Championship Meet Committee based on 
team numbers and locations. Amendment PASSES and motion PASSES. 
a. Recommendation - 3 sites for each (North, Central, South) 

i. North of 290 in Austin - North 
ii. South of 290 in Austin to North of 1604 in San Antonio - Central 

iii. South of the North side of Loop 1604 - South 
4. Remove Splash fee for Champs meet host Motion PASSES 

a. Allows for host team to NOT have additional costs associated with providing a service for 
the LSC 

b. Impact on budget - about 11,000 splashes in individual events at 2024 Champs meets 
resulting in $13,750 (plus the splash fees for relays) 

 
Current Policy (numbers from recommended version) - 
III. Fees, Fines, and Miscellaneous Charges 

C. Splash Fees 
1. Each individual entry and relay entry that occurs at a sanctioned meet, 
sanctioned time trial, and sanctioned open water event, is assessed a splash fee 
of $1.25 per event by South Texas Swimming. All events at meets hosted by a 
South Texas Swimming team, except for some select meets including the Senior 
Circuit meets, Texas Age Group Championships Age Group Zones, and national-
level meets, are assessed splash fees. 

 
Proposed change - 
III. Fees, Fines, and Miscellaneous Charges 

C. Splash Fees 
1. Each individual entry and relay entry that occurs at a sanctioned meet, 
sanctioned time trial, and sanctioned open water event, is assessed a splash fee 
of $1.25 per event by South Texas Swimming. All events at meets hosted by a 
South Texas Swimming team, except for some select meets including all South 
Texas Championship meets including B Champs, STX Championships, STAGS 
Championships, and Senior Championships, the Senior Circuit meets, Texas Age 
Group Swimming Swimming Championships, Age Group Zones, and national-
level meets, are assessed splash fees. 
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5. Remove condition restricting meets on same days of championship meets for the B Champs 
and STX Champs meets Motion FAILS 
a. Last year a team hosted a Block Party meet on the same weekend as STX. This will allow 

for a ST sanctioned meet to happen and then collect splash fees (do not collect splash 
fees on Block party meets and can not control when they are hosted) 

 
Current Policy 
V. Scheduling and Sanctioning Procedures 

A. 1. Formal bids for bid meets will be requested prior to the scheduling conference and 
must be submitted before the scheduling conference ends. Scheduling for bid meets will 
take place during the scheduling conference. Site selection will take place during the 
HoD meeting. The meet scheduling calendar will be drafted at or in conjunction with the 
Annual Meeting of the House of Delegates for the next short and long course seasons. 
Updates and corrections will be made at the Annual Meeting when the final schedule 
will be completed and approved. Meets will be scheduled during the scheduling portion 
of the Annual Meeting. The Championship Meets will be voted on during the House of 
Delegates portion of the Annual Meeting. Meets of the same classification shall not be 
scheduled at different sites of the LSC on the same weekend. Teams must be present 
and registered to bid or schedule a meet. Teams must be present and registered with 
proposed meet information to bid or schedule an open, unclassified, or championship 
meet. 

 
Proposed change - 
V. Scheduling and Sanctioning Procedures 

B. 1. Formal bids for bid meets will be requested prior to the scheduling conference and 
must be submitted before the scheduling conference ends. Scheduling for bid meets will 
take place during the scheduling conference. Site selection will take place during the HoD 
meeting. The meet scheduling calendar will be drafted at or in conjunction with the Annual 
Meeting of the House of Delegates for the next short and long course seasons. Updates and 
corrections will be made at the Annual Meeting when the final schedule will be completed 
and approved. Meets will be scheduled during the scheduling portion of the Annual 
Meeting. The Championship Meets will be voted on during the House of Delegates portion 
of the Annual Meeting. Meets of the same classification shall not be scheduled at different 
sites of the LSC on the same weekend for the STAGS and Senior Championship meets. Teams 
must be present and registered to bid or schedule a meet. Teams must be present and 
registered with proposed meet information to bid or schedule an open, unclassified, or 
championship meet. 

 
6. Order different awards for B Champs, STX, and STAGS / Sr Champs Motion PASSES 

a. Three sets of awards that increase in size and quality as advancing to higher meet 
7. Create Virtual Team Championship Meet Motion FAILS 

a. All meet results from meets from December 2-23, 2024 will be combined into a 
database to publish results 
i. Age Groups 10 & Under, 11-12, 13-14, 15-16, 17 & Over 
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ii. Team Titles - divide teams into 3 equal groups based on registration numbers on 
December 1, 2024 
1. Small / Medium / Large Teams 

iii. Request for non South Texas meet results to be used for Team Title need to be 
submitted by December 23, 2024 - email SeniorChair@stswim.org  

iv. Individuals can be considered for all events swum in the time period (no event 
limit) 

8. Proposed Dates for meets Motion TABLED so dates could be determined by team bid/vote. 
a. SC B Champs - Options - Jan 4-5, Jan 11-12, Jan 18-19 
b. SC STX Champs - Options - Jan 31-Feb 2, Feb 7-9 
c. SC STAGS - Feb 21-23 
d. SC Senior Champs - Feb 14-16 
e. LC STX Champs - Options - June 27-29, July 18-20, July 25-27 
f. LC STAGS - July 10-13 
g. LC Senior Champs - Options - July 18-20, July 25-27 

 
9. Have 2 HoD meetings: There was a discussion about changing when we have the HoD 

meetings. Changing what we do at each meeting will require a change in the Bylaws and 
require 20 days notice. In order to change when positions are voted on, we will need to have 
a Special House of Delegates meeting. No motion made, but there was a consensus to 
proceed with a meeting in April to vote on these changes.  
a. Main meeting - late March / early April 

i. Encourage in person participation 
b. Second meeting - early October, 1 week after USAS ABM. 

i. Virtual - Zoom meeting 
c. Advantages to 2 meetings 

i. Allow for changes to be set prior to the new year (September start date) 
ii. Saturday Clinic to host certifications / clinics (coaches and athletes) 

iii. Sunday meeting to get business done 
1. Don’t have to miss Saturday morning practices 

iv. Discuss meets for upcoming SC and next year LC (planning farther out) 
v. Allow for new Board to be present and attend the USAS ABM in September 

vi. October Zoom 
1. will allow discussion of any changes presented by USAS ABM 
2. Confirm dates for LC meets after TAGS date is set in July 

 
For all meets:  

Team alignments will be determined by the Championship Meet Committee based on team size 

and numbers. 

Times will be 2025-2028 National Age Group Motivational times.  

Qualifying times will be the previous three seasons.  

mailto:SeniorChair@stswim.org
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B Champs will be conducted in the spring and zoned North and South. Athletes must have one 

provable B time and can enter up to two bonus events with any provable time. BB and faster 

times are not eligible. Events will be timed finals with no relays. Meet format will be a two-day 

format, sessions by age group.  

STX Champs for short course will be zoned North and South. Athletes must have one provable 

BB time and can enter up to two bonus events with a provable B time. A and faster times are 

not eligible. Meet format will be 2.5 days, prelims/finals.  

STX Champs for long course will be conducted at one site. Athletes must have one provable BB 

time and can enter bonus events to the meet entry limits with a provable B time. A and faster 

times are not eligible. Meet format will be 2.5 days, prelims/finals. 

STAGS for short course and long course will be a 14&Under meet and will be conducted at one 

site. Athletes must have one provable A or faster time and can enter up to two bonus events 

with provable BB times. Meet format will be three days for short course and four days for long 

course, prelims/finals.  

Senior Champs for short course and long course will be an 18&U meet and will be conducted at 

one site. Athletes must have one provable 15-16 A or faster time regardless of athlete age and 

up to two bonus events with provable 15-16 BB times. Meet format will be three days for short 

course and four days for long course, prelims/finals.  

 

Old Business 

• Sean Barry made a motion and Greg Spano seconded for the Tigersharks of Texas and 

Platinum Aquatics teams and the territory of Bell and Milam counties to be released 

from South Texas Swimming so they may join Gulf Swimming. An amendment was made 

to take only the part of the county by drawing a line from the edge of the Gulf Swimming 

territory to the TST and PLAT facilities, in lieu of taking the entire county. Amendment 

PASSES. Motion FAILS.  

 

The next HOD annual meeting was not scheduled. The BOD agrees to schedule a HOD meeting 

in the spring to vote on the discussed changes to the bylaws. 

A motion was made to adjourn the meeting. Motion PASSED. 

Meeting adjourned at 5:00pm.  
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USAS Annual Business Meeting: Report for HOD  

Submitted by Attendees  

Meeting Date: October 5, 2024 

 

● Coach Track  

○  Great discussion on how you can use the American Development Model 

(ADM) to help track and categorize athletes.  ADM has 4 domains, “C’s” to 

break down the development of athletes.  Character, Connection, Confidence, 

and Competence.  You can then categorize the athlete into 6 levels for each 

domain.   This can be used in many different ways to help explain or justify 

the development of the athlete. 

○ Other ideas noted in meetings include: 

■ Running Skills meets, Training meet, Intrasquad meets, Dual meets, or 

larger meets to give excitement to the meet. 

■ Concerns heard around USA Swimming include price of meet 

including travel. 

■ Question asked - What can we do to get more kids engaged at the 

meets (including LSC Championship meets)? 

■ How can we as an LSC use our logo?  Branding of the LSC? 

■ Ideas for Coaches: 

● How are you communicating with the team? 

○ Teaching Tuesdays 

○ Find a parent and ask about the athlete - small points of 

contact shows you are engaged with the individual 

person. 

○ Weekly or Monthly emails / newsletters 

● How can we instill the ideas of LSC Excellence 

○ Experiences Matter 

○ Creating Moments 

○ Team Services 

■ USA Swimming approved the increase in team fees for 2026.   

■ These fees will be used to increase services to the LSC and Team 

■ Dana Skelton and Terry Jones are two contacts for the Southern Zone.  

■ Team Services can be large or tiny issues - use them for help. 

○ Today’s Vision for Swimming 

● Transformational v Transformational 
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USAS Annual Business Meeting: Report for HOD  

Submitted by Attendees  

Meeting Date: October 5, 2024 

○ Language is Leadership 

■ Open Ended Questions 

■ What type of transactions facilitate ownership? 

○ Discussion Question 

■ What do you think you need? 

● Keep the main focus the focus, do not lose sight 

of the goal.    

   

 
  

    

 

● DEI Track 

○ Understand and Address Community Needs: Engage directly with 

communities to gain insights into their unique needs and concerns. Avoid 

making assumptions about what works best. Use community-driven 
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USAS Annual Business Meeting: Report for HOD  

Submitted by Attendees  

Meeting Date: October 5, 2024 

strategies and distribute pamphlets or educational resources to make 

swimming more accessible and inclusive. 

○ Create Inclusive Spaces Amid Political Polarization: In a time when DEI is 

often politicized, it is crucial to establish spaces for open, honest, and 

productive dialogue. DEI Chairs should present at meetings, advocating for 

inclusive practices and addressing DEI issues in a way that resonates with all 

members.  

○ Develop Tailored DEI Policies and Genuine Practices: Each LSC should move 

beyond performative DEI practices by developing policies that address the 

specific needs of their population. These policies should be communicated 

clearly to families, ensuring the principles of inclusion and equity are 

incorporated into the core operations of clubs. 

○ Establish and Expand Key DEI Programs: Implement initiatives such as 

Water Safety Days, Learn-to-Swim programs, DEI swim camps, and stroke 

schools. Additionally, hosting events like community parades and swim 

clinics can raise awareness and increase participation among 

underrepresented groups. 

○ Leverage Partnerships to Expand Reach: Partner with organizations such as 

SIGMA GAMMA RHO and Jack & Jill of America to support events, provide 

resources, and enhance outreach. Building connections with these 

organizations can help increase engagement and support for DEI initiatives 

across communities. 

○ Enhance Community Engagement through Feeder Programs: Use community 

swim teams, summer leagues, and swim nights as feeder programs into 

competitive USA Swimming membership. Engaging youth through these local 

programs encourages a pathway from recreational swimming to competitive 

participation. 

○ Increase Funding with a Dedicated Grant Writer: Hire or appoint a grant 

writer within the DEI committee to secure funding for outreach programs, 

community events, and scholarships. Utilize grants like the Community 

Impact Grant to fund city-wide initiatives and expand the reach of DEI 

programs. 
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Submitted by Attendees  

Meeting Date: October 5, 2024 

○ Showcase Success through Measurable Impact: Develop and implement 

SMART goals (Specific, Measurable, Achievable, Relevant, Time-bound) to 

evaluate the success of DEI activities. Conduct surveys across LSCs to 

understand current DEI initiatives and align them with broader 

organizational goals. 

○ Incorporate Youth Voices and Leadership: Engage athletes in DEI committees 

and develop junior official programs to promote sustained involvement as 

they progress to higher levels in swimming. Involving youth in DEI initiatives 

helps build future leaders and strengthens commitment to DEI principles. 

○ Create Positive and Inclusive Cultures for All Athletes: Build environments 

that encourage fun, connection, and a sense of belonging through structured 

training, social events, and team-building activities. Promote understanding 

across diverse ethnic backgrounds, and create spaces where all athletes feel 

welcome, even in communities that lack representation of certain groups. 

 

● General Chair Track 

○ Strategic Thinking for the LSC Board of Directors: Group discussion regarding 

best practices for developing and implementing strategic plans.  

○ Parliamentary Proceedings and Mock Board Meetings: Detailed review by USAS 

parliamentarian, Patrick Hunter, about Roberts Rules and parliamentary 

procedures. We participated in some hypothetical situations in which we needed 

to choose the best path forward.  

○ USA Swimming Programming and Services, the ZDC Information Super 

Highway, Effective Communication to LSCs. This session reviewed effective 

methods for communicating across the LSC. There was discussion about target 

audiences, delivery methods and audiences best practices.  

○ Panel Discussion with Brendan Hansen and & LSC Panelists 

● Officials Track  

○   

○  

● Registrar Track 

○ Just some registration reminders and tips to share with the LSC: 
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Submitted by Attendees  

Meeting Date: October 5, 2024 

■ Make sure the email address in your SWIMS account is current and 

one that you check. USAS will send reminders about certification 

expirations and other updates to that email address. 

■ For new coaches, some education requirements will be within 365 

days after the initial registration date (instead of prior to the second 

year of registration). If you are a new coach and your membership is 

not in good standing, it’s probably an education requirement that you 

must complete. 

■ If you took a course and it hasn't updated within 24 hours, please 

contact me at registration@stswim.org for assistance. For the APT and 

USADA CAT courses, please send me a certification of completion 

when you contact me. If it hasn’t matched in 24 hours, then there’s an 

issue that we need to fix.  

■ Background checks are taking anywhere from 1-2 days to several 

weeks to complete. I recommend that you submit your background 

check as soon as you receive the reminder from USAS to allow 30 days 

for it to process.  

■ Please send your completion certificates for your CPR, lifeguard, 

Safety Training for Swim Coaches (online and in-water courses), and 

concussion protocol training to registration@stswim.org. These 

courses do not automatically update in your account.  

■ Don’t publish your club’s OMR registration links on your website! You 

should give it to new members directly.  

■ Please make sure your SWIMS portal permissions are correct and 

members of your staff have the necessary access for your club. If you 

need help with this, please contact me.  

■ There are documentation requirements for foreign athletes who are 

(or were) members of a foreign swimming federation when they join 

your club, for foreign athletes training with your club for less than 30 

days, for USAS athletes competing abroad, and for members of a 

foreign swimming federation when they are competing in a USAS 

meet. If any of these situations come up, please contact me for help.  

mailto:registration@stswim.org
mailto:registration@stswim.org
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Submitted by Attendees  

Meeting Date: October 5, 2024 

■ Please make sure all members of your club are registered and in good 

standing so you and your members have USAS insurance coverage in 

the event of a claim. There are no grace periods for coaches to 

accomplish their individual certifications and there are no grace 

periods for coaches to compete renewals. New athletes must register 

within 30 days if they are swimming with your USAS program. 

Athletes who have been members of USAS–even if their previous 

membership expired–must register immediately.  

■ If you need help with anything, please get in touch with me at 

registration@stswim.org.  

○  

● Legislative Summary 

○   

○  

 

 

mailto:registration@stswim.org
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November 14, 2024 
 
Erin Meise 
South Texas Swimming 
PO Box 592793 
San Antonio, Texas 78259 
 
 

Independent Accountant’s Report 
On Applying Agreed-Upon Procedures 

 
 

We have performed the procedures enumerated below to ensure South Texas 
Swimming, Inc. (the LSC) is operating in accordance with the LSC Affiliation Agreement 
of USA Swimming, Inc. as of and for the year ended December 31, 2023. 

The LSC has agreed to and acknowledged that the procedures performed are 
appropriate to meet the intended purpose of ensuring that the LSC is operating in 
accordance with the LSC Affiliation Agreement. 

Additionally, USA Swimming, Inc acknowledges that the procedures performed are 
appropriate for their purposes.  This report may not be suitable for any other purpose.  
The procedures performed may not address all the items of interest to a user of this 
report and may not meet the needs of all users of this report, and as such, users are 
responsible for determining whether the procedures performed are appropriate for their 
purposes.  The sample size determined by USA Swimming Inc. may not be 
representative of the population being tested.  

The procedures and associated findings are as follows:   

1) We obtained the USA Swimming, Inc. “Agreed Upon Procedures Inquiry 
Checklist” completed by a LSC representative. The completed checklist is included 
in Attachment A. 

2) We prepared a year over year comparison of the balance sheet financial 
statement line items.  For any variances over 10 percent, we inquired of a LSC 
representative the reason for the variance.  Financial statement line items less than 
5% of total assets were not reviewed.  Explanations for variances are included as 
Attachment B. 

3) We prepared an actual to budget and year over year comparison for income 
statement line items.  For any variances over 10 percent, we inquired of a LSC 



 

 

representative the reason for the variance.  Income statement line items less than 
5% of revenues were not reviewed.  Explanations for variances are included as 
Attachment C. 

4)  We obtained from a LSC representative a list of all vendor invoices paid during 
the fiscal year.  We randomly selected 10 vendor invoices and canceled checks or 
debit charge receipts.  We inspected the invoices for signature or initials indicating 
approval for payment.  There were no differences in amount, payee, or any invoices 
missing evidence of approval per policy guidelines. 

5)  We obtained all the bank and investment reconciliations as of year-end.  We 
agreed the bank/investment balance per the reconciliations to the 
bank/investment statements.  We agreed the book balance per the reconciliation 
to the general ledger balance at year end as provided by a LSC representative.  
There was a minor discrepancy resulting from voided stale transactions processed 
after the close of a month. We recommend these types of transactions be reviewed 
and completed prior to the year-end financials being closed and finalized.  See 
Attachment D for details. 

6)  We requested a list of cash disbursements by vendor for the calendar year from 
a LSC representative.  They do not pay any cash disbursements.  Vendors that were 
paid more than $600 for the calendar year, we obtained a copy of the vendor’s 
1099.  There were no vendors paid over the $600 threshold for which a 1099 was 
not available.   

7) We obtained a reconciliation of the IRS Form 941 to the general ledger as of 
December 31 prepared by a LSC Representative.  We obtained a listing of amounts 
paid for the calendar year by employee.  We obtained copies of W-2’s issued for the 
year.  For each employee per the listing who was paid over $600, we agreed 
employee name and amount paid per the listing to the W-2.  There were no 
differences in wages per the W-2’s.   

8) We obtained the most recently filed Form 990, which is included as Attachment 
E. 

9) We obtained the year-end internally prepared financial statements.  The 
financial statements are included as Attachment F. 

We were engaged by the LSC to perform this agreed-upon procedures engagement and 
conducted our engagement in accordance with attestation standards established by the 
American Institute of Certified Public Accountants.  We were not engaged to and did not 
conduct an examination or review engagement, the objective of which would be the 
expression of an opinion or conclusion, respectively, on ensuring that the LSC is operating 
in accordance with the LSC Affiliation Agreement.  Accordingly, we do not express such 
an opinion or conclusion.  Had we performed additional procedures, other matters might 
have come to our attention that would have been reported to you. 



 

 

We are required to be independent of the LSC and to meet our other ethical 
responsibilities in accordance with the relevant ethical requirements related to our 
agreed-upon procedures engagement. 

This report is intended solely for the information and use of South Texas Swimming, Inc. 
and is not intended to be and should not be used by anyone other than those specified 
parties. 

 
Sincerely, 

 
Kendra Kinnison, MBA, CPA 
Ruble, Leadbetter & Associates, LLC 
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As of Dec 31, 
2023

As of Dec 31, 
2022 (PY) $ Change % Change Explanation

ASSETS
   Current Assets
      Bank Accounts
         10701 PNC Checking 192,040.68  183,554.79  8,485.89  4.62%

         10706 PNC Business Money Market 141,857.23  141,814.68  42.55  0.03%

         11002 Morgan Stanley - Invest 1,694,294.82  1,506,404.49  187,890.33  12.47% Market Investments performed better than previous year. Strong Market
      Total Bank Accounts $         2,028,192.73  $         1,831,773.96  $       196,418.77  10.72%
      Other Current Assets
         12001 Undeposited Funds 7,220.00  0.00  7,220.00  

      Total Other Current Assets $                7,220.00  $                       0.00  $           7,220.00  
   Total Current Assets $         2,035,412.73  $         1,831,773.96  $       203,638.77  11.12%
TOTAL ASSETS $         2,035,412.73  $         1,831,773.96  $       203,638.77  11.12%
LIABILITIES AND EQUITY
   Liabilities
   Total Liabilities
   Equity
      30000 Opening Balance Equity 471,756.53  471,756.53  0.00  0.00%

      32000 Unrestricted Net Assets 1,360,017.43  1,597,724.46  -237,707.03  -14.88%

      Net Income 203,638.77  -237,707.03  441,345.80  185.67%

   Total Equity $         2,035,412.73  $         1,831,773.96  $       203,638.77  11.12%
TOTAL LIABILITIES AND EQUITY $         2,035,412.73  $         1,831,773.96  $       203,638.77  11.12%

Review variances over 10%

South Texas Swimming, Inc.
Balance Sheet

As of December 31, 2023

Total

Attachment B



Jan - Dec 
2023

Jan - Dec 2022 
(PY) Change % Change

% of 
revenue Explanation

Income
   47000 Program Income 0.00  

      47100 Membership Dues 145,757.00  149,876.00  -4,119.00  -2.75% 45%
Still recuperating athletes, a large number of athletes were flex members/ water 
polo became a UIL Sport. Less athletes in swim.

      Total 47100 Membership Dues $       145,757.00  $            149,876.00  -$            4,119.00  -$              0.03  
      47200 Splash Fees 174,953.75  154,087.50  20,866.25  13.54% 54% Post COVID, more teams hosting larger meets as COVID restrictions are lifted.
      47300 Sanction Fees 3,450.00  3,025.00  425.00  14.05% 1%
      47400 Fines 1,300.00  3,500.00  -2,200.00  -62.86%

   Total 47000 Program Income $       325,460.75  $            310,488.50  $            14,972.25  4.82%
Total Income $       325,460.75  $            310,488.50  $            14,972.25  4.82%
Gross Profit $       325,460.75  $            310,488.50  $            14,972.25  4.82%
Expenses
   60000 Program Expenses 0.00  

      60100 National Reimbursements 0.00  

         60110 Athletes 59,092.50  74,842.63  -15,750.13  -21.04% 18% Fewer athletes qualified/requested reimbursement than expected
         60120 Coaches 16,096.50  16,900.50  -804.00  -4.76% 5%
         60130 Officials 7,778.00  4,543.50  3,234.50  71.19% 2%
      Total 60100 National Reimbursements $         82,967.00  $              96,286.63  -$          13,319.63  -13.83%
      60200 Championship Meets 0.00  

         60220 Bag Tags 8,157.25  3,547.36  4,609.89  129.95% 3%
         60221 Bag Tags LC 2,043.74  -2,043.74  -100.00% 0%
         60230 Awards 9,004.06  6,270.70  2,733.36  43.59% 3%
      Total 60200 Championship Meets $         17,161.31  $              11,861.80  $              5,299.51  44.68%
      60300 Age Group Zones 0.00  

         60310 Lodging 16,528.85  30,561.52  -14,032.67  -45.92% 5%
         60320 Food 14,187.48  8,570.25  5,617.23  65.54% 4%
         60330 Transportation 30,861.88  30,207.48  654.40  2.17% 9% Transportation costs increased with inflation (gas prices and airline tickets) 
         60340 Uniforms 8,709.29  15,412.24  -6,702.95  -43.49% 3%
         60350 Entry Fees 3,965.00  2,430.00  1,535.00  63.17% 1%
         60360 Coach Stipend 4,700.00  6,400.00  -1,700.00  -26.56% 1%
         60380 Income -20,100.00  -24,000.00  3,900.00  16.25% -6%
         60390 Misc 308.88  687.28  -378.40  -55.06% 0%
      Total 60300 Age Group Zones $         59,161.38  $              70,268.77  -$          11,107.39  -15.81%
      60400 Open Water Zones 0.00  

         60410 Lodging 8,875.12  6,765.16  2,109.96  31.19% 3%
         60420 Food 2,705.70  2,542.56  163.14  6.42% 1%
         60430 Transportation 22,402.88  21,985.47  417.41  1.90% 7% Transportation costs increased with inflation (gas prices and airline tickets) 
         60440 Uniforms 5,838.00  5,767.12  70.88  1.23% 2%
         60450 Entry Fees 3,230.00  2,700.00  530.00  19.63% 1%
         60460 Coach Stipends 1,500.00  1,500.00  0.00  0.00% 0%
         60480 Income -16,000.00  -14,400.00  -1,600.00  -11.11% -5%
      Total 60400 Open Water Zones $         28,551.70  $              26,860.31  $              1,691.39  6.30%
      60700 LSC Clinic/camps/swimposiums 0.00  

         60710 Zone Select Camp 2,239.73  566.20  1,673.53  295.57% 1%
      Total 60700 LSC Clinic/camps/swimposiums $           2,239.73  $                   566.20  $              1,673.53  295.57%
      60900 Swimposium 11,772.84  -11,772.84  -100.00% 0%
      Total 60900 Swimposium $                  0.00  $              11,772.84  -$          11,772.84  -$              1.00  
      61000 USAS Workshops and Business Mtg 0.00  

         61020 Transportation 4,320.80  2,968.58  1,352.22  45.55% 1%
         61030 Lodging 3,295.11  2,892.54  402.57  13.92% 1%
         61040 Meals 1,548.52  678.09  870.43  128.36% 0%
      Total 61000 USAS Workshops and Business Mtg $           9,164.43  $                6,539.21  $              2,625.22  40.15%
      61100 Officials 0.00  

         61110 Official's Dues Reimbursements 9,296.00  16,077.00  -6,781.00  -42.18% 3%
         61120 BGC Reimbursement 1,249.42  1,046.53  202.89  19.39% 0%
         61130 Evaluator Travel 5,307.94  2,362.36  2,945.58  124.69% 2%
         61150 Official's Account Expenses 1,154.25  2,052.05  -897.80  -43.75% 0%
      Total 61100 Officials $         17,007.61  $              21,537.94  -$            4,530.33  -21.03%
      61800 Adaptive Aquatics (deleted) 2,500.00  -2,500.00  -100.00% 0%
      62000 Committee Funds-Activities 0.00  

         62200 Member Awards 1,000.00  -1,000.00  -100.00% 0%
         62500 Coaches Committee Fund 1,334.75  1,334.75  100.00% 0%
         62700 Outreach Athlete Assistance 1,256.00  1,006.75  249.25  24.76% 0%
      Total 62000 Committee Funds-Activities $           2,590.75  $                2,006.75  $                 584.00  29.10%
   Total 60000 Program Expenses $       218,843.91  $            250,200.45  -$          31,356.54  -12.53%
   70000 Operations 0.00  

      70100 Contract Services 0.00  0%
         70110 Accounting Fees 2,159.65  2,796.95  -637.30  -22.79% 1%
         70130 Website Maintenance 6,990.00  1,410.00  5,580.00  395.74% 2%
         70135 Website Redesign 697.50  -697.50  -100.00% 0%
      Total 70100 Contract Services $           9,149.65  $                4,904.45  $              4,245.20  86.56%
      70200 Facilities 0.00  

         70210 Office/Storage Rent 960.00  1,096.00  -136.00  -12.41% 0%
         70220 PO Box 170.85  170.85  0%
      Total 70200 Facilities $           1,130.85  $                1,096.00  $                   34.85  3.18%
      70300 Bank Charges 7,219.95  6,701.26  518.69  7.74% 2%
      70500 Memberships, Dues and Subscriptions 827.75  249.95  577.80  231.17% 0%
      70600 Postage and Shipping 364.55  631.53  -266.98  -42.28% 0%
      70700 Office Equipment and Supplies 218.21  211.60  6.61  3.12% 0%
      70800 Communications 1,994.10  1,172.51  821.59  70.07% 1%
      70900 HOD Meeting Expenses 14,153.93  1,430.29  12,723.64  889.58% 4%
      71000 Chairperson's Expenses 667.79  716.02  -48.23  -6.74% 0%
      71300 Travel 442.23  -442.23  -100.00% 0%
      72000 Employee Expenses 0.00  

South Texas Swimming, Inc.
Profit and Loss

January - December 2023

Total

Attachment C



         72100 Wages 0.00  

            72110 Wages - Base 60,632.00  57,200.00  3,432.00  6.00% 19% No bonus was given so overal wages were slightly more.
            72120 Wages - Bonus 4,000.00  -4,000.00  -100.00% 0%
         Total 72100 Wages $         60,632.00  $              61,200.00  -$               568.00  -0.93%
         72200 Payroll Taxes 4,638.36  4,681.80  -43.44  -0.93% 1%
         72400 Workers Comp 343.00  351.00  -8.00  -2.28% 0%
         72500 Employee Bond 260.00  260.00  0.00  0.00% 0%
      Total 72000 Employee Expenses $         65,873.36  $              66,492.80  -$               619.44  -0.93%
   Total 70000 Operations $       101,600.14  $              84,048.64  $            17,551.50  20.88%
Total Expenses $       320,444.05  $            334,249.09  -$          13,805.04  -4.13%
Net Operating Income $           5,016.70  -$             23,760.59  $            28,777.29  121.11%
Other Income
   80100 Interest Earned 42.55  42.54  0.01  0.02% 0%
   81000 Investments 0.00  

      81010 Dividend, Interest (Securities) 162.94  158.49  4.45  2.81% 0%
      81090 Other Investment Gain/Loss 202,738.25  -196,246.71  398,984.96  203.31% 62% Strong market led to increased returns on investments. 
   Total 81000 Investments $       202,901.19  -$           196,088.22  $          398,989.41  203.47%
Total Other Income $       202,943.74  -$           196,045.68  $          398,989.42  203.52%
Other Expenses
   90400 Investment Expense 14,847.92  15,349.76  -501.84  -3.27% 5%
Total Other Expenses $         14,847.92  $              15,349.76  -$               501.84  -3.27%
Net Other Income $       188,095.82  -$           211,395.44  $          399,491.26  188.98%
Net Income $       193,112.52  -$           235,156.03  $          428,268.55  182.12%



Account
Actual Budget Percent of budget

Income

47000 Program Income $                                             0.00 $                  0.00 --

47100 Membership Dues $                                  145,757.00 $       175,100.00 83.24%

47200 Splash Fees $                                  174,953.75 $       145,900.00 119.91%

47300 Sanction Fees $                                      3,450.00 $           2,950.00 116.95% Clubs held more meets than expected and paid the sanction fee. 
47400 Fines $                                      1,300.00 $           3,000.00 43.33%

47900 Other $                                             0.00 $                  0.00 --

47990 Endowment Income Draw $                                             0.00 $         45,000.00 0.00%

Total for 47900 Other $                                             0.00 $         45,000.00 0.00%
Total for 47000 Program Income $                                  325,460.75 $       371,950.00 87.50%
Total for Income $                                  325,460.75 $       371,950.00 87.50%
Cost of Goods Sold $                                             0.00 $                  0.00 --

Gross Profit $                                  325,460.75 $       371,950.00 87.50%

Expenses

60000 Program Expenses $                                             0.00 $                  0.00 --

60100 National Reimbursements $                                             0.00 $                  0.00 --

60110 Athletes $                                    59,092.50 $         64,400.00 91.76%

60120 Coaches $                                    16,096.50 $         14,400.00 111.78%

60130 Officials $                                      7,778.00 $           7,900.00 98.46%

Total for 60100 National Reimbursements $                                    82,967.00 $         86,700.00 95.69%
60200 Championship Meets $                                             0.00 $                  0.00 --

60220 Bag Tags $                                      8,157.25 $           3,300.00 247.19%

60230 Awards $                                      9,004.06 $           5,500.00 163.71%

Total for 60200 Championship Meets $                                    17,161.31 $           8,800.00 195.01%
60300 Age Group Zones $                                             0.00 $         90,000.00 0.00%

60310 Lodging $                                    16,528.85 $                  0.00 --

60320 Food $                                    14,187.48 $                  0.00 --

60330 Transportation $                                    30,861.88 $                  0.00 --

60340 Uniforms $                                      8,709.29 $                  0.00 --

60350 Entry Fees $                                      3,965.00 $                  0.00 --

60360 Coach Stipend $                                      4,700.00 $                  0.00 --

60380 Income -$                                  20,100.00 -$       25,000.00 80.40%

60390 Misc $                                         308.88 $                  0.00 --

Total for 60300 Age Group Zones $                                    59,161.38 $         65,000.00 91.02%
60400 Open Water Zones $                                             0.00 $         39,375.00 0.00%

60410 Lodging $                                      8,875.12 $                  0.00 --

60420 Food $                                      2,705.70 $                  0.00 --

60430 Transportation $                                    22,402.88 $                  0.00 --

60440 Uniforms $                                      5,838.00 $                  0.00 --

60450 Entry Fees $                                      3,230.00 $                  0.00 --

60460 Coach Stipends $                                      1,500.00 $                  0.00 --

60480 Income -$                                  16,000.00 -$       14,400.00 111.11%

Total for 60400 Open Water Zones $                                    28,551.70 $         24,975.00 114.32%
60700 LSC Clinic/camps/swimposiums $                                             0.00 $         15,000.00 0.00%

60710 Zone Select Camp $                                      2,239.73 $           1,500.00 149.32%

Total for 60700 LSC Clinic/camps/swimposiums $                                      2,239.73 $         16,500.00 13.57%

61000 USAS Workshops and Business Mtg $                                             0.00 $                  0.00 --

61020 Transportation $                                      4,320.80 $           4,700.00 91.93%

61030 Lodging $                                      3,295.11 $           4,700.00 70.11%

61040 Meals $                                      1,548.52 $           2,650.00 58.43%

61010 Registration $                                             0.00 $           1,000.00 0.00%

Total for 61000 USAS Workshops and Business Mtg $                                      9,164.43 $         13,050.00 70.23%
61100 Officials $                                             0.00 $                  0.00 --

61110 Official's Dues Reimbursements $                                      9,296.00 $         22,400.00 41.50%

61120 BGC Reimbursement $                                      1,249.42 $           1,000.00 124.94%

61130 Evaluator Travel $                                      5,307.94 $           4,000.00 132.70%

61150 Official's Account Expenses $                                      1,154.25 $           1,575.00 73.29%

61140 Officials' Travel and Training $                                             0.00 $           1,000.00 0.00%

Total for 61100 Officials $                                    17,007.61 $         29,975.00 56.74%
62000 Committee Funds-Activities $                                             0.00 $                  0.00 --

62500 Coaches Committee Fund $                                      1,334.75 $           4,200.00 31.78%

62700 Outreach Athlete Assistance $                                      1,256.00 $           2,700.00 46.52%

62200 Member Awards $                                             0.00 $           2,000.00 0.00%

62300 Safe Sport $                                             0.00 $              500.00 0.00%

62600 DEI and Adaptive $                                             0.00 $           4,500.00 0.00%

Total for 62000 Committee Funds-Activities $                                      2,590.75 $         13,900.00 18.64%
Total for 60000 Program Expenses $                                  218,843.91 $       258,900.00 84.53%
70000 Operations $                                             0.00 $                  0.00 --

70100 Contract Services $                                             0.00 $                  0.00 --

70110 Accounting Fees $                                      2,159.65 $           3,500.00 61.70%

70130 Website Maintenance $                                      6,990.00 $           1,500.00 466.00%

South Texas Swimming, Inc.
Budget vs. Actuals_Budget Y2023__Report

January 1-December 31, 2023

Total
Explanation

Answer on Income Statement tab(since on both reports)

Contract labor for an employee to update and maintain the website for 
the organization. 

Coaches requested more reimbursements than expected, however LSC 
policies state that budgets for reimbursements roll from Athlete to Coach 
to Official without Board Approval. Excess budget from athletes rolled to 

Added Bag Tags for all championship meets. Also added in new STX 
Sites, and a Summer B Champs.
Same as above, more STX Sites, and added in a Summer B champs meet

Additional athletes were approved to attend, (and paid a copay) 
increasing the expected income. 

More athletes were invited to attend from USA Swimming. 

More officials became certified than expected. First time background 
checks are twice the cost of renewals
Brought in a National Evaluator for an extra meet. STX Covered their 
travel and stay



Total for 70100 Contract Services $                                      9,149.65 $           5,000.00 182.99%
70200 Facilities $                                             0.00 $                  0.00 --

70210 Office/Storage Rent $                                         960.00 $           1,000.00 96.00%

70220 PO Box $                                         170.85 $                  0.00 --

Total for 70200 Facilities $                                      1,130.85 $           1,000.00 113.08%
70300 Bank Charges $                                      7,219.95 $           8,200.00 88.05%

70500 Memberships, Dues and Subscriptions $                                         827.75 $              850.00 97.38%

70600 Postage and Shipping $                                         364.55 $              400.00 91.14%

70700 Office Equipment and Supplies $                                         218.21 $              800.00 27.28%

70800 Communications $                                      1,994.10 $           1,100.00 181.28%

70900 HOD Meeting Expenses $                                    14,153.93 $           2,000.00 707.70%

71000 Chairperson's Expenses $                                         667.79 $           1,500.00 44.52%

72000 Employee Expenses $                                             0.00 $                  0.00 --

72100 Wages $                                             0.00 $                  0.00 --

72110 Wages - Base $                                    60,632.00 $         60,060.00 100.95%

72120 Wages - Bonus $                                             0.00 $           4,000.00 0.00%

Total for 72100 Wages $                                    60,632.00 $         64,060.00 94.65%
72200 Payroll Taxes $                                      4,638.36 $           4,900.00 94.66%

72400 Workers Comp $                                         343.00 $              300.00 114.33%

72500 Employee Bond $                                         260.00 $              300.00 86.67%

Total for 72000 Employee Expenses $                                    65,873.36 $         69,560.00 94.70%
71300 Travel $                                             0.00 $           2,800.00 0.00%

Total for 70000 Operations $                                  101,600.14 $         93,210.00 109.00%
Total for Expenses $                                  320,444.05 $       352,110.00 91.01%
Net Operating Income $                                      5,016.70 $         19,840.00 25.29%

80100 Interest Earned $                                           42.55 $                  0.00 --

81000 Investments $                                             0.00 $                  0.00 --

81010 Dividend, Interest (Securities) $                                         162.94 $                  0.00 --

81090 Other Investment Gain/Loss $                                  202,738.25 $                  0.00 --

Total for 81000 Investments $                                  202,901.19 $                  0.00 --
Total for Other Income $                                  202,943.74 $                  0.00 --
Other Expenses

90400 Investment Expense $                                    14,847.92 $         14,400.00 103.11%

Total for Other Expenses $                                    14,847.92 $         14,400.00 103.11%
Net Other Income $                                  188,095.82 -$       14,400.00 -1,306.22%

Net Income $                                  193,112.52 $           5,440.00 3,549.86%

Additional Zoom license ($642) was required for the special virtual 
meeting in June. 
*Account 71300 could/should have been utilized for travel 
reimbursements to eligible Board Members. Board decided to host HOD 
at a neutral location. $11K to the Hyatt for the meeting room, catering 

Policy renewal increased year over year 
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1. 2023-2024 Summary

The twelve months from 2023 to 2024 HOD’s have been filled with events that have
tried & tested our entire organization. We left the 2023 HOD with visions of Creating
Cultures of Excellence. Though there have been unlimited and painful barriers along
the way, many have passionately kept the focus on this vision.

Many of our voting members gathered in spring at a strategic planning session
where we collectively examined our state of affairs, and developed visions and
plans to take us to a top performing LSC, where our members see us. Those plans
will require commitment, collaboration, and willingness to serve the greater good of
the LSC.

The environment we live and swim in is not as it was 5, 10 or 30 years ago when
many of us entered the world of swimming. Awareness and acceptance that we must
change is critical. We must all climb aboard the same ship and set sail together with
our collective eye on the same spot on the horizon. We will need to capitalize on
every member's strengths, trust each other to beneficially contribute and leave
personal history behind in order to get out of the harbor and to that spot on the
horizon we were all looking at during the Strategic Planning session.

2. Annual Highlights

a. A request by two clubs to leave our LSC and join the Gulf, initiated a review of
our bylaws and other operating practices. The clubs cited lack of
representation and voice at the House of Delegates, championship meet
structure and travel distance to championship meets as the primary reasons
for wanting to leave our LSC.

b. A discovery of a misalignment between our bylaws and policies and
procedures with regard to HOD voting procedures led to a Special meeting of
the House where a compromised version of the weighted voting procedures
was approved, bringing the two documents into alignment.
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c. Resignation of the Executive Secretary presented the need to quickly identify
and place interim staff.

d. The request by the clubs to align with Gulf led to a research project
conducted by BOD members with high performing LSC’s across the nation
and a special House meeting in late spring. The request by the clubs to leave
South Texas for the Gulf failed.

e. A Strategic Planning meeting was held in spring where the body created a
vision and supporting plans to enable South Texas to reach the heights of the
high performing LSC we have the potential to become.

f. Two consultants were engaged; one to provide an overview of LSC
operations and areas for improvement and the other to review governing
documents.

3. Primary Accomplishments

a. Upon resignation of the executive secretary, interim staff was identified and
placed immediately. As a result, we were able to maintain seamless
operations of the LSC.

b. A special HOD was called to address the team's request to leave our LSC. TIn
the process of researching procedures for holding a Special HOD, it was
discovered that our bylaws and policies and procedures were and had been
misaligned since 2019. The House chose to address the misalignment prior to
addressing the team's desire to leave. As a result, the bylaws and policies and
procedures were brought into alignment with regard to HOD voting
procedures.

c. A second special HOD was held the following month to address the desire of
the teams to leave. The vote to approve their departure failed. As a result, the
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championship meet committee has looked at many different options for
structuring our championship meet series.

d. The Strategic Planning session brought together a diverse group of folks to
create common visions and goals for the next year and quad. The plan
included programming for clubs, coaches, athletes and officials designed to
strengthen the foundation of our LSC.

e. We developed a working relationship with consulting group Reimagine
Sports with the goal of providing fractional executive services, review and
recommendations of our day to day organizational operations.

f. We engaged a consultant to review governing documents. As a result, our
bylaws and policies and procedures are now aligned with operations.

g. In support of the strategic plan and creating cultures of excellence, we had
eight key board and committee members attend the annual USAS workshop
with the goal of networking, learning and sharing with our LSC all that they
gained from their participation.
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Age Group Report for HOD  

Submitted by John Dalton, Age Group Chair 

 

 

Meeting Date: October 5, 2024 

● Annual Highlights 

a. Offered Age group Zones, Open Water Zones and a few camps/clinics for 

coaches & swimmers 

● Primary Accomplishments 

a. Organized and planned AG Zones Trip in Midland, TX 

i. Took 48 athletes 

ii. 4th place finish 

b. Created AG Zones Planning Document to help future chairs plan out the 

trip 

c. Camps and Clinics 

i. Abbie Fish Clinic was offered in April by Aquatex 

ii. Many clubs in the LSC are hosting clinics using outside 

coordinators (AAAA-Kelly Pash & Lydia Jacoby Oct 6th, SYS-Leah 

Smith Oct 20th) 

iii. Future camp ideas (STX Diversity Camp, STX Distance Camp)  

● Goals for last quarter 

a. More camps/clinics or other possible events for the future  
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 Report for HOD  

Submitted by Brandon Allenstein, Senior Chair 

 

Meeting Date: October 5, 2024 

1. 2023-2024  Summary 

 

The 2023-24 year has been one of questions and possibilities.  South Texas 

Swimming hosted 1 SCY B Championship meet, 3 SCY STX Championship meets, 1 

SCY Championship meet, 1 LCM STX Championship meet, 1 LCM STAGS 

Championship meet. 

● B Champs AHISD 

● STX Belton 

● STX UIW 

● STX Alice 

● STAGS Pharr 

● STX CCISD 

● STAGS NISD 

 

2. Annual  Highlights 

a. Working to create a standard meet information to allow for a quick output of 

meet information after HOD 

b. Asking question - what LSC Champs meets do we really need to offer? 

i. B Champs: 

1. What does a lower level meet look like?   

2. Prelim / Final or Timed Final? 

3. How many sites? 

4. Does a bonus time allow for additional swims? 

ii. STX Champs: 

1. What does an intermediate meet look like?   

2. Prelim / Final or Timed Final? 

3. How many sites? 

4. Does a bonus time allow for additional swims? 

iii. STAGS Champs: 

1. What does the LSC Championship look like?   

2. What age groups are at the meet and why?   
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 Report for HOD  

Submitted by Brandon Allenstein, Senior Chair 

 

Meeting Date: October 5, 2024 

3. Does it make sense to split this meet into 14 & Under and a 

Senior meet? 

a. What are the qualifying times? 

b. Do we offer bonus time?  

iv. Do these meets need to overlap in standard to give more opportunity? 

 

 

3. Primary Accomplishments 

a. First round of champs docs created and saved in STX account. 

b. Lots of discussion and questions asked 

i. Need a better way to capture data to answer questions 

c.  

 

4. Goals for last quarter 

a. Try and gather more information from coaches 

b. Gather sites hosts for meets 

c. Confirm dates for meets 
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 Report for HOD  

Submitted by Anne Bennett, Finance Chair 

 

Meeting Date: October 5, 2024 

● 2023-2024  Summary 

2023-2024 was my first and last year as Finance Chair, as I was elected  mid-term 

and am choosing not to run again.  The year was marked by the resignation of our 

Treasurer, and transitions to two interim Treasurers.  Both transitions went as 

smoothly as could be expected and I appreciate Marc’s and Erin’s hard work.  The 

Finance Committee members were active participants in Financial Review, asked 

thoughtful questions, and addressed the needs of the BoD in a timely manner. They 

provided me with helpful input and guidance not just in review but throughout the 

budgeting process as well. Really appreciate those folks and want to say thank you 

for all your hard work and your responsiveness. You guys went above and beyond.  

Anticipate that 2024-25 will involve either continuation with the current Treasurer 

if all parties agree, or transition to someone else on a more permanent basis. 2024-

25 will also be a year in which we either implement our Strategic Plan or scrap it, 

depending on many factors. If we are able to implement it…things could get exciting 

quickly, and will likely result in us needing to access our investment principal to 

fund new programming. Going forward beyond the short term/ next several years, 

the LSC may eventually need to consider raising fees or some other means to 

enhance income to support the new higher level of programming. 

 

● Annual  Highlight 

a. Attendance at Strategic Planning Event in April 

b. Proposed budget approved by BoD for 2025 conforming to strategic 

plan 

c. Treasurer: Treasurer position was created as a separate job from other 

staff jobs/responsibilities  

d. Treasurer: Position transitioned from Mindy to Interim- Treasurer 

Marc Digby to Erin Meise 

● Primary Accomplishments 

a. Reviewed and approved monthly reconciliations, bank statements, 

financial statements, Treasurer’s Reports, and significant transactions. 

b. Assisted other BoD members with budget/ finance/ accounting 

questions 
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 Report for HOD  

Submitted by Anne Bennett, Finance Chair 

 

Meeting Date: October 5, 2024 

c. Helped transition to new interim Treasurers. 

d. Ran monthly Finance Committee meetings, 3rd Tuesday of each month 

at 8 pm 

e. Participated in 90%+ of Leadership meetings called regarding various 

topics/ efforts 

f. Attended all BoD meetings, 2nd Tuesday of each month at 8 pm. 

g. Attended Strategic Planning meeting in San Antonio in April 

h. Proposed 2025 budget, approved by BoD at September 2024 meeting 

i. Participated in all called Personnel Committee meetings (called as 

needed) 

j. Helped vet new interim contractors 

k. Met with fund manager for annual review meeting 

● Goals for last quarter 

● Finance Chair 

a. Help transition to new Finance Chair 

b. Continue to participate and provide input on Finance Committee 

c. Help with AUP if necessary 

● Treasurer 

a. Complete transition to Chase Bank, including getting credit cards for 

Board members that need them, opening CDs and moving all payments 

to new accounts.  

b. Close down PNC accounts 

c. Assist in transition to new BOD members on Finance Committee 

d. Work with Ruble, Leadbetter & Associates to complete and file AUP by 

November 15 deadline 



South Texas Swimming 2024 Proposed Budget

South Texas Swimming, Inc. Operating Budget - FOR APPROVAL

2024

Income

47000 Program Income

47100 Membership Dues                      172,700 Membership plus 1% growth (7,639 athletes)

      47200 Splash Fees                      160,000 Based on 2023 trend; 128,000 splashes; incr fee/spl $0.30 No incr in splash fees

      47300 Sanction Fees                          3,000 Based on 120 meets

      47400 Fines                          3,000 

      47900 Endowment Income Draw                        48,000 3% of balance

   Total 47000 Program Income  $                  386,700 

Total Income  $                  386,700 

Gross Profit  $                  386,700 

Expenses

60000 Program Expenses

      60100 National Reimbursements

      60110 Athletes                        95,000 +15000 to 80k

      60120 Coaches                        18,000 

      60130 Officials                        10,000 Increased for 2024 Trials

      Total 60100 National Reimbursements  $                  123,000 

   60200 Championship Meets

      60210 Host Assistance

      60220 Bag Tags                          3,500 

      60220 LC Bag Tags                          2,700 

      60230 Awards                          8,900 

   Total 60200 Championship Meets  $                    15,100 

   60300 Age Group Zones                        89,200 48 athletes

      60380 Income                      (24,000)

   Total 60300 Zone Meet Expenses  $                    65,200 

   60400 Open Water Zones                        48,690 40 athletes

Board Recommended Budget Page 1 of



South Texas Swimming 2024 Proposed Budget

      60480 Income                      (16,000)

   Total Open Water Zones  $                    32,690 

  60900 Clinics/Camps/Swimposiums                        12,000 Swimposium only every 3 years, to be '25,

      60910 Income                        (2,000) camp for '24

  Total 60900 Clinics/Camps/Swimposiums  $                    10,000 

   61000 USA Workshops and Business Mtg

      61010 Registration                                 0 USAS eliminated reg fees

      61020 Transportation                          5,170 

      61030 Lodging                          5,170 

      61040 Meals                          1,600 

   Total 61000 USA Convention/Workshops  $                    11,940 

   61100 Officials

      61110 Official's Dues Reimbursements                        20,825 245 officials @ $85/ea

      61120 BGC Reimbursement                          1,000 

      61130 Evaluator Travel                          4,000 

      61140 Official's Travel and Training                          1,000 

      61150 Official's Account Expenses                          1,733 

   Total 61100 Officials  $                    28,558 

      61200 Member Awards                          1,200 1 life member

      XXXXX LSC Development                        10,000 Investment to drive strategic plan implementation Reduce by 10,000

      61300 Safe Sport Program                             500 

      61400 Zone/Zone Diversity Select Camps                          2,100 Policy changed from $250/athlete to $300

      61600 DEI and Adaptive Programs                          4,500 Olympic year - may have Paralympics travel as in 2021

      61700 Outreach Athlete Assistance                          3,700 Incr to 3700 fr 2700

      61900 Coaches Committee Fund (fka Coach of the Year Award)                         4,200 

Total 60000 Program Expenses  $                  312,688 
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South Texas Swimming 2024 Proposed Budget

70000 Operations

      70100 Contract Services - Accounting Fees                          3,500 USAS-required outside audit fees

      70130 Website Expenses - Maintenance                        10,000 Outside web maintenance contractor

      70200 Facilities                          1,000 

      70300 Bank Charges                          8,200 

      70400 Investment Expense                        14,500 

      70500 Memberships, Dues and Subscriptions                             850 Increased from 250 to 850 due to Southern Zone dues increase

      70600 Postage and Shipping                             400 

      70700 Office Equipment and Supplies                             800 

      70800 Telecommunications                          2,024 phone ($972), Zoom license ($800), Mail Chimp ($252)

      70900 HOD Meeting Expenses                          2,000 Reduce by 6,000

      71000 Chairperson's Expenses                          1,500 Strategic planning expenses

      71300 Travel                          2,800 

      72110 Wages Base                        60,632 Not adjusted from 2023 budget at this point

      72120 Wages Bonus

      72130 Wages Overtime                                 0 

      72200 Payroll Taxes                          4,638 

      72300 Benefits                                 0 

      72400 Workers Comp                             350 

      72500 Employee Bond                             300 

      72000 Total Employee Expenses  $                    65,920 

Total 70000 Operations  $                  113,494 

Total Expenses  $                  426,182 

Net Operating Income (Loss)  $                  (39,482)

Board Recommended Budget Page 3 of
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DEI Report for HOD  

Submitted by Chase Thompson, DEI Chair 

 

 

Meeting Date: October 5, 2024 

● Annual Highlight 

a. Assisted with the DEI event at the TYR Pro San Antonio meet by updating 

the website to inform swimmers of the benefits of these DEI events and 

promote greater participation and awareness to the sport of swimming. 

● Primary Accomplishments 

a. Formed a diverse and representative board for the DEI committee, carefully 

selecting members to reflect various perspectives and backgrounds. 

b. Launched monthly meetings to foster regular discussions, set strategic 

goals, and ensure continuous progress in creating an inclusive and 

equitable environment in the LSC.  

● Goals for last quarter 

a. Establish Water Safety Days within the LSC to promote safe practices and 

educate members on water safety.  

b. Meet with the DEI committee to identify and prioritize specific, achievable 

goals for the upcoming year, ensuring alignment with the LSC.  

 



 

 

 

  

Safe Sport Chair Report 

HOD 

Submitted by 09/30/2024, Safe Sport Chair 

 

 
1. STATS 

 
a) South Texas 4th in the nation 

b) 46 LSCs 
c) The 3 teams are ahead of us with team sizes 19, 27, 21 

d) We are very close to 1st and considering this LSC size difference 
 

2. Meetings or Events Attended 
 

a)  Two Southern Zone Zoom meetings the last was our annual. 
b) There will be an annual Safe Sport Chair workshop 10/26/2024 

from 2:00 - 5:00 pm EST. 

3. Educational Opportunities:  

a) Offered and provided to parents and athletes 

b) Focus on Reporting and the difference between USAS and US 
Center for Safe Sport.  Ongoing.  I have sent out a lot of these 

and look for ongoing opportunities to share. 

c) Meet 360 is always being looked at, please continue to monitor 

to keep your team and meets using the most current material 

and protocol. 

4. MAAPP 3.0:  

a) Updates coming, USAS Safe Sport will host a webinar (link will 

be sent out) on 10/15/2024 at 1:00 EST to go over the changes 

from MAAP 2.0 

b) The final copy is currently with The Center for Safe Sport for 

final approval. 

c) Updates should be sent out by mid-October 

d) When we get this I will send it out to all clubs. 

i) Teams will need to update their Safe Sport tabs with 3.0 

version.  Please review your website. 
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ii) Teams will need to send updates out to their families. 

 

 

5. Questions Coaches and parents may have.   

a) USAS has updated their website and put possible help questions 

in one area. 

b) Go to  “Login” page. 

c) Upper right corner select “Help” and choose “Member Help 

Documentation.” 

d) If a Help Ticket needs to be submitted, go to “Help” and then 

“Submit a Help Ticket.” 

6. Notes from Safe Sport Committee Meetings: 

a) Subcommittee Updates: 

i) Zones: Nothing major reviewed MAAPP updates. 

ii) Education: Focusing on 10/15 and 10/26 Zoom Meeting 

iii) SSRP: 

(1) USAS Safe Sport is focusing on club sizes with 

respect to obtaining SSRP. 

(2) Divided clubs into 3 categories: 1. In progress. 
2. Expiring and needing to be reviewed. 3. Haven’t 

started 

(3) Introducing the idea of earning SSRP banner 
similar to that of a Club Excellence banner (for 

purchase) 

iv) Misc business: 

(1) Updated LSC Safe Sport Contacts will be out   

7. Previous Month’s Accomplishments 

a) Clubs that started and achieved to date and those who can’t be 
SS certified or do not want to be.  Percentages do not always tell 

the entire picture.  Current stats 

i) 7 started an application 
ii) 25 clubs achieved 

iii) We have 46 total clubs.  
iv) The percentage started and achieved is 69.57% 
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v) Not all clubs and or want/can be Safe Sport certified which 
gives an incorrect percentage of achieved when taking all 

into consideration. 
 

b) What we have to consider is that some of our clubs are not 
interested in becoming Safe Sport certified because they have no 

desire to host meets this screws the achieved statistics. 
 

c) Some clubs cannot become Safe Sport certified because their 
institution will not allow a mandatory website 

d) We have so many clubs that are so close.  Remember that the 
USA website had issues and our database is not up to date after 

many attempts for assistance. 
 

8. Current Month’s Action Plan 

a) Continue to support teams and remind those who are coming 
due, offer assistance, and forward what is pertinent to help 

completion 
 

9. Issues and/or Incidents 
a) There were few incidents to report that came through the Safe 

Sport email or brought to my attention. 
b) Issues encountered were; 

i)  I was not made aware of teams with questions regarding 
acheiving safe sport or incidences that may have occured.  

Again, the questions or concerns were not directed to me  
ii) but were answered by someone else. 

 
10. Closing note: 

a) I would encourage everybody in any capacity to watch and help 

correct any deficiencies you may see at a meet. 
 

 
Thank you for this opportunity to serve. 

Lorna 
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HOD Coach’s Committee Report 

Submitted by Jennie Lou Leeder, Coach’s Committee Chair 

Meeting Date: October 5, 2024 

Year Summary: 

 Meetings: The committee meets every month except for July. 

 Activities:  The committee hosted the Coach Social after Short Course 

STAGs and Long Course STAGS meets. We also held a social in November 

after a TXLA meet. Our goal is to improve coach communication on and off 

the deck. 

 Clinics: The committee hosted a clinic for coaches in March. The 

speaker was Abbie Fish from Swim Like a Fish. The clinic had a classroom 

and water component. There were over 25 coaches in attendance.  

 Coach of the Year Awards: We sent out a nomination form for coach 

of the year in three size categories and two areas. The voting will close at 

noon of the HOD, October 5, 2024.  Winners will be announced at the end of 

the meeting. 

 Goals: To hold 3 in person clinics and 4 webinar trainings. Will discuss 

with Camps & Clinics to possibly partner with us to create a weekend clinic. 

One day would be for coaches and the other for athletes. Different options 

were discussed for the locations of the clinics, Opt 1, Austin/SA and Valley. 

Opt 2, 3 different locations on different weekends. Locations, dates and 
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HOD Coach’s Committee Report 

Submitted by Jennie Lou Leeder, Coach’s Committee Chair 

Meeting Date: October 5, 2024 

presenters have yet to be determined. We discussed charging coaches $25 

for the clinic. Thinking this might discourage sign ups that do not show up. 

We should try to do these for $5K each as that is what we had budgeted.  

 Active Business: Currently in planning with Abi Lui to present at a 

Coach Clinic this fall.  Dates and times to be determined.  
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2024 Report for HOD  

Submitted by Jessica Evans, StaR Committee Chair, LSC 

Registrar, SWIMS Officer (North), and Sanctions Chair 

 

Meeting Date: October 5, 2024 

● Annual Highlights 

a. Proactively working with new members via direct email messages to ensure 

that they know what requirements are necessary for their membership type, 

how to complete the requirements, and know to contact me if they need 

assistance or have questions.  

b. Proactively sending reminders to clubs and coaches when their memberships 

are not in good standing to offer assistance with any requirements.  

c. Proactively looking at daily registrations to identify potential date of birth 

issues for athletes (such as when a parent enters his or her DOB instead of 

the athlete’s) and incorrect registration types (such as when a parent or 

coach registers as an “Other” nonathlete member). Working with these 

individuals and clubs to ensure correct data and membership types and 

requesting refunds and changes when appropriate.  

d. Proactively looking for and merging duplicate member IDs and logins.  

e. Working with clubs to provide assistance with SWIMS issues at the club and 

member level, including submitting Help tickets and following up on issues 

to ensure resolution.  

f. Assisted three new STX member clubs with the application process and 

onboarding as new USAS member clubs. 

g. Assisting the LSC Treasurer with membership confirmations for LSC financial 

assistance requests, email addresses for all athletes who attended national-

level meets, and billing/payment information via monthly reports. 

h. Updating the online officials roster in real-time so certifications are current 

for meet hosts and meet referees.  

i. Assisted the BOD with membership confirmations for two Special HOD 

meetings, nominations, and the annual HOD meeting.  

● Primary Accomplishments 

a. Emails and phone messages receive same-day response, or a first-thing-in-

the-morning response if sent overnight. 

b. Sanctions are issued same-day when submitted without needing any 

changes.  
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2024 Report for HOD  

Submitted by Jessica Evans, StaR Committee Chair, LSC 

Registrar, SWIMS Officer (North), and Sanctions Chair 

 

Meeting Date: October 5, 2024 

c. The emails sent to officials and the meet host announcing a meet sanction 

now include information about the responsibilities of the meet host and meet 

officials, with links to relevant documents and forms and details about how 

to submit the meet for recon and posting of results.  

d. Reminders are being sent to meet hosts for completing the required financial 

summary for hosted meets.  

e. Requests for meet observation are approved promptly and observed meets 

are listed on the STX site. Results for observed meets are uploaded to the STX 

site so that results propagate to TU clubs. A results file is also posted on the 

Observed Meets page to provide results for non-TU clubs to use.  

f. Meets are posted on the Meet Information page on the STX website ahead of 

sanctioning to help clubs plan their competitive schedules, and to help meet 

hosts to plan their meets around other meet hosts. 

g. Requests for meet recons are returned immediately or within a few hours, 

along with details on how to resolve recon issues and assistance to correct 

recon issues. Meet hosts are now sent a list of coaches in good standing from 

entering teams to assist with the requirement of only allowing members in 

good standing to be on deck.  

h. Meet results are posted and uploaded upon receipt in most cases and are 

available to TU clubs immediately.  

i. Coordination between SWIMS users around championship meet deadlines to 

ensure that results can be posted and available immediately for clubs.  

j. The STX records have been individually researched and verified, corrections 

have been made, and records are being updated manually and posted 

monthly while waiting for USAS to add archived records to our records 

portal. Requests from individuals identifying errors and omissions have been 

resolved.  

k. Assisting with Safe Sport renewals to ensure that athlete and parent SSRP 

courses correctly attach to the club.   

l. Working to ensure that the data on the STX Clubs page, the STX Safe Sport 

page, and the STX Athletes page (including time standards) is up-to-date. 

https://www.stswim.org/page/events/observed-meets
https://www.stswim.org/page/events#/team-events/upcoming
https://www.stswim.org/page/athletes/south-texas-records
https://www.stswim.org/page/clubs
https://www.stswim.org/page/safe-sport1
https://www.stswim.org/page/athletes
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2024 Report for HOD  

Submitted by Jessica Evans, StaR Committee Chair, LSC 

Registrar, SWIMS Officer (North), and Sanctions Chair 

 

Meeting Date: October 5, 2024 

m. Expanded the information on the STX Registration page to include help links 

for commonly asked questions, membership requirements and fees for each 

membership type, and links and help for completing membership 

requirements. Links to help topics for swim team software vendors are also 

included along with other resources for clubs. 

n. Expanded the information on the STX Coaches page to include links to Red 

Cross certificate look-ups, racing start forms, registration help, and other 

resources for coaches.  

o. Expanded the Athletes page to include links to USADA medication, 

supplement, nutrition topics.  

● Goals for Last Quarter 

a. Continue sending welcome messages to all new coach, official, administrator, 

and other nonathlete members upon registration with details about how to 

complete their membership requirements and offering assistance with any 

questions.  

b. Continue sending reminders to all athletes who register or renew in 2025 

and need to take the APT course or refresher along with details about how to 

complete the course. 

c. Continue working with clubs to ensure that all members are registered 

correctly and in good standing by sending clubs monthly lists of members 

with expired or expiring certifications, and athletes who need to take the 

APT.  

d. Continue sending email newsletters to clubs with important updates and 

reminders around deadlines, USAS rule changes, and LSC events. 

e. Continue serving the LSC with excellent customer service and assistance. 

 

https://www.stswim.org/page/registration1
https://www.stswim.org/page/coaches
https://www.stswim.org/page/athletes
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This report covers activity in Oct 2023 – Sep 2024 
 

Summary 
The STX Officials Committee had a successful and productive 2023-2024 
swim year.  Our greatest challenge this year was adapting to the new LSC 
Official Certification Standards published by USA Swimming in early 2024.  
The Committee addressed those changes promptly and thoroughly in the 
Spring, while also achieving additional committee goals focused on 
training and communication.  We look forward to 2024-2025 where we 
expect to further some existing goals and take on new challenges in 
recruitment and coach/team outreach, among other areas. 
 

Membership 
STX Officials Committee members were Lorna Anaya (UN), Marc Digby 
(chair UN), Jessica Evans (UN), Maureen Helm (NTRO), Heidi Hornik-
Parsons (TST), Manny Lozano (UN), Steve Mandacina (UN), Jett Pittman 
(athlete SASA), Trey Prinz (UN), Arthur Scott (UN), Parker Saltsman 
(athlete WOW), Monica Thomason (WLOO), and Charles Yang (UN) 

 
Major Accomplishments 

Updated/overhauled STX Officials webpage, to include new registration 
path guidelines, new training material, new certification FAQ, and a 
“sortable” officials roster. 
 
Updated published clinic material for each position. 
 
Conducted more than 15 training clinics and Q&A sessions targeted at 
various audiences including new officials, advancing officials, “refreshers”, 
and swim parents. 
 
Published a series of fun/engagement “You’re Doing it Wrong” videos. 
 
Added a new STX LSC official certification for Chief Judge. 
 
Responded to LSC Certification Standards – In response to the new USA 
Swimming standards, the Committee completely updated our STX 
certification standards, including developing, documenting, and 
communicating a new compliant STX policy.  This included… 
 

Publishing overhauled Policies and Procedures Governing Officials 
document (including defined responsibilities for the Officials Chair 
position). 
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Developing comprehensive Performance Guides for each of five 
certified positions. 
 
Developing an LSC official evaluation system for new certifications. 
 
Provided supplementary training for “accidental Meet Referees” caused 
by new USA Swimming standards. 
 
This new certification process, including the guides and the 
evaluations, has been used successfully for 25 new certifications 
(covering all positions) in the first six months with minimal 
issues/complaints.  The Committee expects that some ongoing 
modifications may be required, but the results so far are encouraging. 

 
 

Demographics 
STX, compared to peer LSCs, has a high ratio of athletes-to-officials (i.e. 
we have relatively few officials).  Based on national data, a reasonable 
goal for an LSC of our size would be a ratio of 20:1.  The table below 
shows how we’ve done in recent history. 

Year Officials Athletes Ratio 
2020 208 8174 39:1 
2021 214 6571 31:1 
2022 218 8860 41:1 
2023 261 8581 33:1 
2024 250 8602 34:1 

 
To hit a 20:1 ratio with an athlete count of ~8600, STX would need to 
add ~180 certified officials (up to 430 from today’s 250).  That’s not 
going to happen overnight, but it’s a good aspirational goal. 
 
On a positive note, our existing officials have a wide range of experience 
and support of lot of LSC meets (>170 sanctions and observations in STX 
last year). 
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Missed Opportunities 
Although we had them in our plans, the Committee did not make 
planned progress on some additional areas, largely due the impact of 
the new certification standards.  These goals will be reviewed for 
possible inclusion in the 2024-2025 season: 
 Published guidance for new Meet Directors 
 Official engagement through video quizzes 
 National Meet attendance engagement 
 Retention/engagement through recognition/awards 

 
Next Year 

When the Committee reforms this fall, we expect to set goals for the 
coming year, with some of the topics under consideration (in addition 
those missed above) including a new recruiting plan, offering Junior 
Official certification for 16-17yo, support for STX Open Water 
competition, increased engagement with coaches/clubs, and new meet 
staffing coordination. 
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Operational Risk Committee Report for HOD  

Submitted by Jane Atwood, Operational Risk Chair 

 

Meeting Date: October 5, 2024 

● Recent Activity 

a. Reinstated the South Texas (ST) operational risk email address to receive 

Report of Occurrence submittals from ST members to USA Swimming.   

b. Met virtually with Doug Wharam (Wharam), USA Swimming National 

Operational Risk Committee Member and Operational Risk Chair for his 

LSC.  In general, he reported that duties and work of the operational risk 

chair/committee varies widely between LSCs and areas of the country. 

● Current Issues for Operational Risk Committee 

a. Report of Occurrence Submittals 

i. USA Swimming requires an online report of occurrence (ROO) for 

any injury or medical incident at a USA Swimming activity.  This 

includes even minor injuries that do not require basic first aid. 

ii. An ROO submittal is necessary to access USA Swimming insurance 

for the injury or incident.  

iii. In addition to insurance, the ROO process is to inform about 

patterns to reduce future injury risk. 

iv. South Texas is at the low end in the number ROO submittals when 

compared to other LSCs. 

b. Meet Warm-up Safety Guidelines 

New safety guidelines for warm-ups expected by the end of the year. 

● Operation Risk Committee Tasks for 2024-25 

a. With access to submitted ROOs going forward, begin tracking ROOs to see 

if there is a pattern to the low reporting in ST.  On first glance, for 

September 2024, there were a total of 3 ROOs submitted in ST and they all 

came from the same team. 

b. Discuss ST LSC Board interest in a renewed focus on the ROO process to 

increase reporting.  Possible actions include, developing and distributing 

educational information on ROOs and USA Swimming insurance. 

c. Follow-up with Doug Wharam regarding ORC activities in other LSCs and 

consider what might be applicable to ST. 

d. At the board’s request, assist with distribution of new meet warm-up 

guidelines.   



Reimagine Sports Report: Strategic Review and Recommendations for South
Texas Swimming

Prepared by: Julie Bachman, Reimagine Sports
Date: 9/10/2024
For: South Texas Swimming LSC

Executive Summary

This report presents a strategic review of South Texas Swimming's current operations,
highlighting key areas for improvement. It offers actionable recommendations to enhance
customer focus, execute the organization's strategic plan, and foster growth in programming,
staffing, and governance structures. The ultimate objective is to drive consistent growth, improve
member retention, and secure long-term success for the organization, its affiliated swim clubs,
coaches, volunteers, and athletes.

Recent months have exposed critical challenges for the organization, leading to stress and
confusion among board members, staff, and members of the LSC. The way leadership, staff, and
LSC members responded to these challenges has revealed important insights into the
organization's culture.

Two teams have requested to transfer to another LSC, signaling dissatisfaction. Specifically,
smaller teams and those geographically distant from the center of the LSC expressed concerns
about limited access to resources. Furthermore, it was discovered that the organization's bylaws
and policies & procedures were misaligned, resulting in voting practices that were inconsistent
with its governing documents. Additionally, a long-serving staff member resigned, compounding
the internal pressures. These challenges unfolded within a short timeframe, exacerbating the
situation. Attempts to work through these challenges were fraught with division.

Despite these difficulties, South Texas Swimming benefits from a highly engaged volunteer base,
as well as teams, coaches, officials, and athletes who are passionate about the sport. However, for
the organization to make real progress, all stakeholders need to unite, collaborate, and rebuild
trust. Identifying and addressing internal divisions should be a top priority. The organization
already possesses the talent necessary to achieve these goals—what is needed now is for
members to empower one another and work together to create a path forward.



1. Setting the Table: Mission Statement Evaluation

Current Mission Statement

The current mission statement emphasizes three key elements:

● Empowering Athletes: The focus on athlete success is paramount and aligns with the
organization's broader goals.

● Providing Resources and Opportunities: This indicates a commitment to equality and
inclusivity, ensuring all athletes have access to what they need to succeed.

● Organizational Excellence: This suggests that the organization strives to maintain high
standards in its operations.

Observations

● Athlete-Centric Focus: While empowering athletes is essential, the mission statement
overlooks the critical role that coaches and clubs play in the athletes' journey to success.

● Lack of Stakeholder Inclusion: Coaches and clubs, who are fundamental to athlete
development, are not explicitly acknowledged, potentially leading to a misalignment of
priorities and resource allocation.

● Broad and Ambiguous: The terms used, such as "resources" and "organizational
excellence," are broad and may be interpreted in various ways, diluting the focus.

Strategic Shift: Refocusing on Coaches, Clubs, and Competitive Opportunities for Athletes

To realign the organization’s mission with its stakeholders, a shift in focus is proposed. Coaches
and Swim Clubs are the foundation upon which athletes build their skills, discipline, and
sportsmanship. By focusing support here, the organization can ensure athletes receive the
guidance and opportunities they need to thrive. This aligns with the strategic plan initiatives
discussed and created in April 2024.

● Prioritize Coach and Club Programming: Many ideas were discussed at April’s strategic
planning meeting. Coach education focused on best practices in athlete development
both in and out of the pool, mental health support, mental resilience training, and swim
business resources for clubs, were the highlights.

● Competitive Opportunities: Enhance competitive opportunities, including end-of-season
championship opportunities for all levels and the continuation of LSC Select Team
opportunities.



2. Implementation of the Strategic Plan

April’s Strategic Plan features new programming aimed at enhancing the skills and knowledge of
coaches, athletes, volunteers, and parents.

Key Initiatives

● Coach Education: Regular clinics designed to update coaches on the latest techniques,
rules, and best practices in the sport. (in person and online)

● Athlete Camps and Clinics: Camps and clinics aimed at improving the skills and
performance of athletes across various age groups and ability levels.

● Ongoing Educational Programming for all Stakeholders: Scheduled educational sessions
for athletes, volunteers, and parents, to keep them informed and engaged.

Recommendations

● Project Management: Appoint a dedicated project manager or hire an executive director
to oversee the implementation of these programs. This person would be responsible for
ensuring that all elements of the strategic plan are executed on time and within budget.

● Resource Allocation: Ensure that adequate resources (both financial and human) are
allocated to these initiatives to guarantee their success. Volunteer engagement in these
activities should be a priority- but the buck stops with the staff- staff is responsible to
“get it done”.

3. The Business of the LSC: Enhancing Customer-Centricity

South Texas Swimming (STX Swimming) has built a strong foundation in supporting swim
clubs and coaches. However, there is a significant opportunity to enhance the organization’s
customer-centered approach. The current model emphasizes administrative efficiency and
compliance but lacks focus on the specific needs and expectations of member swim clubs and
coaches.

Key Issues

● Implications of Growth and Retention Challenges at the Club Level: The LSC’s income
is membership dependent. If clubs aren’t thriving- neither is the LSC.

● LSC’s Focus is Misdirected: The LSC should shape itself and evolve to serve its clubs-
not the other way around.



Recommendations

● Customer-Centric Strategy: Shift the organizational focus toward understanding and
meeting the needs of swim clubs and coaches. This could include conducting regular
surveys, focus groups, and feedback sessions to gather insights directly from members.
An addition of an executive director would provide a “permanent” face of the LSC- and
ensure consistency and efficiency in the organization. Again- where does the “buck
stop”?

● Review and Enhance Support Services: A review of all STX Swimming Policy and
Procedures with a focus on bringing simplicity, efficiency, and effectiveness to all LSC
products, services, and procedures. For example: is the sanctioning process easy for STX
club customers? Has the LSC added burden on the process that is not specifically in the
USA Swimming Rule Book? Are there other STX Swimming policies, rules, fines, or
procedures that have been enacted but are not supported by the USA Swimming Rule
Book? If so- why? Force the analysis- there is added complexity in areas of the
organization that can be simplified. Make it a priority to support your customers!

4. Staffing

The successful implementation of the strategic plan and customer-centered initiatives will require
additional staffing. Currently, the organization operates with a lean team, limiting its ability to
expand and enhance services.

Key Needs

● Program Coordinator/Executive Director: To manage and execute new and ongoing
programs. Provide strategic advice. Support the Board of Directors. Ensure
sustainability and succession planning.

● Customer Support Team: To provide timely and effective support to the membership.

Recommendations

● Hiring Plan: Develop a hiring plan that aligns with the strategic goals, prioritizing roles
that directly impact program implementation and customer satisfaction. This initiative
should be led by the STX Personnel Committee- with a recommendation brought to the
STX BOD for final approval. (if the budget to hire this position was passed by the HOD)

● Empowerment: Ensure that new hires are empowered to take ownership of their roles and
responsibilities. Let them do the job without interference.



● Culture Building: Foster a collaborative and supportive organizational culture that
encourages innovation and accountability.

● Staff Titles: Think outside the box. For example, the use of “LSC Registrar” is outdated-
consider a title focused on service ie: “Director of Customer Service.” There is an
opportunity here for creativity and innovation.

5. Governance

STX Swimming has a robust governance structure in place, but there is room for improvement in
terms of trust-building, accountability, and empowering board members to effectively perform
their roles.

Key Issues

● Lack of Trust: Some board members feel insufficiently supported in their roles, leading to
inefficiencies and frustration. There is no better example than the situation with regard to
HOD voting this past year.

● Governance Training: There is a need for more focused training on governance
fundamentals to ensure that all board members are equipped to fulfill their
responsibilities effectively.

● Succession planning: The transition from one Board to the next is crucial for the long
term viability of the organization. How do we hold on to the knowledge and hard work
and pass to the next group of volunteers who have accepted the responsibility of the duty
of care of the organization?

Recommendations

● Monthly Training Sessions: Implement monthly training sessions for board members
starting in 2025, focusing on governance best practices, roles, and responsibilities.

● Trust-Building Initiatives: Foster an environment of trust by clearly defining roles, setting
expectations, and encouraging open communication. Recognize and respect the expertise
and work of each board and committee member. Make TRUST the priority initiative of
the BOD’s ongoing development.

● Performance Reviews via Self-Evaluation: Introduce annual performance reviews for
board and committee members to ensure they are meeting their objectives. Utilize a
self-evaluation process where board and committee members assess their own
performance, contributions, and effectiveness- and report back to the group. This can be
done during a BOD retreat or strategic planning session. In essence, the self-evaluation



process is a tool for fostering self-awareness, accountability, and professional growth,
contributing to both individual and organizational success.

6. The Commitment- Investing in Progress

The successful implementation of the strategic plan and customer-centered initiatives will require
an investment of the LSC’s reserve funds, and/or an adjustment to splash fees, and/or tradeoffs
with existing programming and services. Investing in your strategic plan and building a sound
structure of governance and staff will open up opportunities for your LSC’s clubs, athletes,
coaches, officials, and volunteers you haven’t even thought of yet. These are exciting times for
the South Texas LSC!


