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USA SWIMMING 

GOVERNANCE COMMITTEE 
DENVER MEETING 

April 28-29, 2017 
 

MINUTES 
 
Call to Order – April 28,2017 
Chairman Frank Swigon called the meeting to order at 6:40pm Mountain time on Friday, April 
28, 2017. The following members were in attendance: Todd Adams, Clint Benton, George 
Block, Michael Gibbons (ex-officio), Ellen Johnston, Liz Kershaw, Hanna Lee, Lucinda 
McRoberts (ex-officio), Richard Pockat Jack Swanson, Frank Swigon and Pat Hogan, staff 
liaison. Not present: Herb Schwab. Also in attendance was Board Chair Jim Sheehan.  
 
Frank Swigon welcomed everyone and briefly reviewed the schedule for the weekend. 
 
A Common Definition of Governance for USA Swimming 
Mr. Swigon then introduced the topic for the evening session - A Common Definition of 
Governance for USA Swimming. Using a suggested definition developed by Todd Adams, the 
committee then had an extended period of discussion. 
 
Following is the tentative definition reached by the consensus of the group … 
 

“To govern is a commitment to think generatively in order that together, we can build the 
base, promote the sport and achieve sustained competitive success. To govern is to act 
as a fiduciary body – responsible for the overall mission and resources among which are 
athletes, volunteers and financial resources, holding oneself to the highest ethical and 
legal standards by fulfilling the duties of care, loyalty and obedience.” 

 
It was agreed that the committee would think about that version and vote on adopting the 
statement on Saturday. 
 
Adjournment 
 The meeting adjourned at 7:35pm Mountain time. 
_________________________________________________________________________ 
 
 
Call to Order – April 29,2017 
Chairman Frank Swigon called the meeting to order at 7:50am Mountain time on Saturday, April 
29, 2017. The following members were in attendance: Todd Adams, Clint Benton, George 
Block, Michael Gibbons (ex-officio), Ellen Johnston, Liz Kershaw, Hanna Lee, Lucinda 
McRoberts (ex-officio), Richard Pockat Jack Swanson, Frank Swigon and Pat Hogan, staff 
liaison. Not present: Herb Schwab. Also in attendance was Board Chair Jim Sheehan and Bill 
Charney.  
 
Chairman Swigon introduced Bill Charney, the consultant leading the Board Governance 
Review & Assessment. Mr. Charney expressed his appreciation for the opportunity to meet with 
the Governance Committee and gave a very brief overview the review process and called 
attention to the final report that was distributed to the Board prior to the April Board meeting. He 
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noted that the purpose of the session was to provide the Governance Committee members an 
opportunity to ask questions and provide feedback on the report and recommendations therein. 
He then invited the group to begin asking questions. 
 
(Editor’s Note: Following is a rambling summary of the questions posed and the topics 
discussed throughout the morning.) 
 
Clint Benton commented on a few topics. He noted that the recommendations would delete the 
Governance Committee as a standing committee. The Board would be fee to utilize volunteers 
for nimbleness.  
 
What happens to the Rules & Regulations Committee? Will they still report to the Board? He 
stated that no group has authority the Board has not given them. 
 
Mr. Benton then identified some of the lightning rods he perceives… 

 How to select the new committee structure? 
 What happens to Zones? 
 Does this affect LSC governance? 
 How to help people realize how the changes will impact them 

 
Todd Adams suggested creating a visual of the changes … “this use to be here; now will be 
here” 
 
A rhetorical question was posed … What are the consequences of doing nothing? 
 
We need to create FAQs to answer the questions that are out there – only one source 

 Why change? Member centricity of current board 
 Position Board to jump forward 
 What’s going be different long term? 

 
Two key tasks ahead of us relative to the project 

 Administrative (legislation) 
 Public relations 

 
Todd Adams stated that we are moving a new direction; not just changing 

 What are potential advantages for athletes; develop this sales pitch;  
 What is the skill set for the Board/ Need to develop a general list of skill sets desired.  
 What are we pursuing? Helps explain the changes; include in FAQs 

 
Bill Charney noted that the Board will provide charge to Nominating committee for skills needed 
for the next cycle 
 
Todd Adams - Changing behaviors and patterns; initially, Carmel Swim Club utilized sergeant at 
arms to keep discussion on track 
 
Definition of a membership organization – ASCA is an example; not just here for our members; 
we are a 501(c)3 that has a membership component 
 
Will we communicate impending changes to CEO candidates? Jim responded that the search 
firm has been advised. 
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Bill Charney stated that we need to share the document with potential CEO candidates.  
 
Todd Adams suggested an executive coach for the new CEO. 
 
Frank Swigon thought that potential sticking points are the approval of budget by the Board and 
the process of legislation going to the Board (rather than the HOD). 
 
Who maintains approval of LSC Required bylaws and changes of Article 6? 
 
Jim Sheehan stated that the HOD maintains authority over details – we need to provide 
examples. 
 
Potential FAQ – What does HOD maintain authority over – sticky point – how to manage 
perception of loss of authority. 
 
Jack Swanson had a question about semi-independent directors’ “demonstrable” connection to 
the sport. We want to make it possible to tap talented people who do not have the time or 
opportunity to go thru LSC leadership process (FAQ). 
 
Mr. Swanson posed a question about the Nominating Committee? Why appointed vs. elected?  
 
Bill Charney replied that we don’t want a popularity contest; we want to facilitate the selection of 
the best people. George Block suggested that we use the term “de-politicize.” 
 
Mr. Benton had a question about alternative nominating process that guarantees a spot on the 
ballot. Mr. Charney briefly reviewed that process. 
 
Mr. Sheehan asked if it is appropriate to have a rule to require gender diversity vs. just stating a 
preference; what about non-gender situations? It was suggested that we follow Jack Swanson’s 
suggestion that we select athletes of two different genders. 
 
George Block asked why the Foundation has a slot on Nominating Committee?  
 
Jack Swanson believes that we need to formalize that a member of the nominating committee 
cannot serve on board. 
 
Jim Sheehan commented that on Recommendation F5 (pg. 44 of the final report), criteria #7, 
Ensuring diversity within the Board’s composition, needs to move up to one of the top 3 criteria. 
 
Mr. Swanson noted that the Zone Directors will not serve on the Board. Future Zone Director 
candidates might be better suited to direct Zones; it becomes an operational position vs. 
governance position (FAQ). This topic led to more discussion regarding the Zone/LSC task 
force & future structure of Zones. 
 
Mr. Adams suggested that the LSC / Zone task force may be done? He thought that too much 
change at one time might not be healthy. We can go back to it once other changes have been 
accomplished. 
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Frank Swigon observed that the committee had two action items that needed to be considered 
… 

 Definition of governance for the committee to approve 
 Formal motion on support for recommendations 

 
The committee determined that they would quickly review of the list of task force 
recommendations and then consider the action items. 
 
 
It was noted that we need to clarify which recommendations are legislative items and which are 
policy changes. (FAQ). 
 
How will policy items be presented? (FAQ) 
 
It was suggested that we need to create an implementation plan. (Task Force) 
 
#1) Defining the Board’s Purpose – Has board formally adopted #1? Yes, the Board has already 
adopted the philosophy. We need the HOD’s approval to implement the change. 
 
#3) Board Relationship with the President & CEO. We should tie this change to the name 
changes implemented last year. 
 
#6) Board Committees – About committee changes, we need to avoid the perception that we 
are taking people’s “candy” away. 
 
It was suggested that it would be prudent to explain why it is a good idea for the Board to elect 
the officers? (FAQ) 
 
#19) Governance Role of the House of Delegates. It was suggested that LSC bylaws be added 
to the list of HOD responsibilities. 
 
Bill Charney suggested that Part 5 (Bylaws) be separated from the rulebook. We should 
consider an action item recommending the above. 
 
The conversation turned to future Board training and the need to plan the Board schedule for 
next year to develop the Board’s work plan. Someone asked if there was a budget to retain Bill 
Charney for this training. Pat Hogan answered yes. 
 
It was recommended that there be a FAQ regarding the transition of BOD members elected in 
2017. 
 
Someone had a question about term limits for current board members. Under the new structure, 
term service goes to 0 for current board members. (FAQ) 
 
(The committee took a break for lunch at this point) 
 
There were a few questions and comments regarding the Finance Vice Chair position. Bill 
Charney noted that Colorado does not require a treasurer, but he recommends that best 
practices dictate having a qualified financial person on the Board.  
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At the April 22 Board meeting, here was concern about the recommended board election 
process possibly not producing a highly qualified financial person. Bill Carney addressed this 
question.  
 
Todd Adams recommended that there be a FAQ devoted to this concern. 
 
Clint Benton posed a question about the election process related to highest vote getter for 
certain positions. It was noted that it would be possible in certain situations for someone who 
received the 5th highest number of votes (in an election selecting 3-4 directors) to get elected. 
This can happen for example if there needed to be at least one coach elected. The coach 
candidate with the highest vote total would be elected even if he/she finished 5th overall in the 
balloting.  
 
Point of information -  When submitting one’s name for nomination, the candidate must be a 
member of USA Swimming. 
 
Committees – Lucinda McRoberts suggested that the task force take an initial swipe at 
organizing the committee structure and share with Governance Committee for feedback. 
 
 
The committee changed focus and addressed the action items mentioned earlier in the meeting.  
 
Definition of Governance for USA Swimming 
As discussed on Friday evening, the returned to the definition of Governance.  
 
Motion: To approve the following definition of Governance … 
“To govern is a commitment to think generatively in order that together, we can build the base, 
promote the sport and achieve sustained competitive success. To govern is to act as a fiduciary 
body – responsible for the overall mission and resources among which are athletes, volunteers 
and financial resources, holding oneself to the highest ethical and legal standards by fulfilling 
the duties of care, loyalty and obedience. 
Seconded and APPROVED. 
 
Discussion of removing Part 5 from the rulebook 
After a short discussion, the consensus was to put off making a change regarding the 
positioning of Part 5 at the present time. 
 
Endorsement of Board Governance Recommendations 
Motion: To endorse the recommendations of the Board Governance Review task force. Second 
Seconded and APPROVED. 
 
 
Following action on the three items, the committee returned to open discussion and focused on  
the proposed committee structure. 
 
In response to the question, how will committees work, Pat Hogan provided the following 
suggestion … 
 

 The CEO appoints a staff member (typically senior staff) to oversee a committee or 
committees. This individual will essentially replace the previous role of the Vice Chairs.  
That staff leader will select the committee chair and the staff liaison. 
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 The committee chair with the help and assistance of staff liaison appoints the committee 
members 

 
How will the Chair of the Rules and Regulations Committee be selected? This point is not 
finalized at present. Possibly by the CEO with the approval of the Board Chair. Once finalized, 
there should be a FAQ on this topic. 

 
It was suggested that the paradigm shift from volunteers overseeing committees to staff 
overseeing committees needs to be explained (FAQ). 
 
Mr. Benton asked if operating committee members will have votes in the HOD? The answer is 
yes. Initially, there will be no changes in the committee rules and policies (FAQ). 
 
Someone commented that we need to look at existing rules and policies and the tradition and 
boundaries regarding selection of committees – e.g. # of members. 
 
George Block commented that there is also some uniqueness to the Officials and International 
Relations Committees.  
 
Concluding thoughts: 

 Need to foster cooperation and team work 
 Needs to be a communications plan 
 Need to identify the friction points and continue to answer questions. 

 
 
A short discussion followed about the next meeting and what the Governance Committee can 
do to support this process. 
 
Next Meeting 
Frank Swigon announced that the next meeting will be June 13 @ 11:00am EDT. 
 
Adjournment 
The meeting adjourned at 3:20 Mountain time. 


