


SwimTopia’s Top Tips
for Better Swim Team

Volunteer Management

Better Organized Volunteers = MORE FUN For Everyone

Excellent volunteer management is an essential component of a successful and fun summer 
swim season. Few sports are as reliant on voluntary parent 
participation as summer swimming, which takes an army of 
neighborhood swim parents to run smoothly. First, it takes 
a handful of dedicated swim parents who are willing to put in 
hours and hours of work before swim season (that’s you!). 
Those head volunteers make sure all the decisions are made, 
coaches hired, equipment stocked, and systems put in place. 
Then, team leaders need to mobilize all the other swim parents 
and distribute the work of pulling off a great season. 

The summer swim teams with the most parent participation tend to also be the most successful teams. 
And we’re not talking about “success” in terms of scoring the most points, we’re talking about the teams 
where everyone is pulling together and enjoying the experience, enjoying meet days, and enjoying their 
kids’ swimming. When teams successfully encourage and organize parent participation and everyone 
shares the workload, the whole season is more relaxed: meets, practices, and social events run smoothly, 
and kids and parents are happy.

Does your team have a lot of parent participation?  Are your meets organized and well-run?  If so, 
congratulations!  You’re well on your way to building a terrific swim community—one that families will 
want to return to year after year.

Or are your meets a little chaotic and disorganized? Do they often run late? Do you have to plead and 
cajole parents to help, and do you only ever see the same people stepping up each week? If so, it could be 
time for an overhaul or your team’s volunteer management practices. This e-book is for you—read on! 

IT’S TIME  TO
CREATE A CULTURE

OF VOLUNTEERISM!



5 Tips for Better Volunteer Management:

1     Do Your Research, Create a Plan

To ensure the work is distributed evenly at swim meets and throughout the season, teams should start 
by thinking about how much time is needed from EACH family on the team, per season. The goal is to 
create a “minimum volunteer requirement” and set a number of points, hours, meets, or shifts that is 
expected of each family for a whole season. You can approach these calculations in different ways: by 
looking at the number of meets, number of hours worked, or number of shifts that need to be fulfilled 
by each family. If you run concessions and need donations, factor those needs into the equation of what 
you will ask of each family as well. Review past data to get an idea of the numbers and to estimate what 
it takes from parents to get through a season. If you’re a new swim team, ask your neighboring teams 
for guidance or access to some of their past data. Once you’ve considered all the jobs that are needed 
throughout the season, and how many families you expect to have to fill those positions, you can create 
your team’s “minimum volunteer requirement.” 

Tips on the Math
How to Calculate Your Team’s Volunteer Needs

A How many families do you expect to be on the team (your pool of volunteers)?

B How many jobs (or hours or shifts—choose your metric) are there for each Home and Away 
Meet?

C How many Home and Away meets do you have this season?

D Multiply the number of Home and Away meets by the number of jobs at each, and add to-
gether for a total (Home(B x C) + Away(B x C)).

E How many jobs are there for your Championship Meet/s?

F How many jobs are there at any other social events (e.g. End of Year Dinner/Party, etc)?

G How many jobs comprise the entire season (D + E + F)?

H Divide G by A to get the number of jobs (or hours or shifts) for which each family should sign 
up to volunteer.



2    Set Expectations 

On the website: Setting realistic expectations up front is a key step to success. That way there are no 
surprises about what’s really involved when someone signs their kiddo up for summer swim team. Make 
sure you state front-and-center on your website that parents will be expected to volunteer at meets. Sum-
mer swimming is a “family” sport—yes, the kids are the ones going to practice and putting in the hard work 
in the pool, but parents need to be ready to put in some work too! If any folks are turned off by your vol-
unteer requirements, don’t worry—if volunteering is a turnoff, that family may not be a good fit for your 
summer swim team anyway. When teams organize volunteers well and keep it fun for everyone, word gets 
around the community that swim team volunteering is an enjoyable activity, not scary or 
difficult. Plenty of people will still want to sign up for your swim team!

On the registration form: As well as stating the team’s volunteer requirements on the website, it’s help-
ful to outline them on your registration form as well. Get parents to initial that they’ve read and understand 
the volunteer commitment expected by the team. By having people sign off on the volunteer commitment, 
you’re ensuring that people know what they’re getting themselves into. You’ll see more buy-in from your 
parents about volunteering, and there’ll be no excuses or surprises later.

Consider penalties: Some teams include mention of penalties that families will incur if they don’t meet 
their minimum volunteer requirement. Some teams take a check at the start of the season, or set a con-
ditional fee on their registration form: if families don’t meet their minimum volunteer requirements, team 
admins can cash the check, or collect the conditional fee, after the season. Most teams that use fees and 
penalties find that they rarely need to charge families after the season; it’s just another reminder to par-
ents that your team takes “this volunteering thing” seriously. If you’re going to set a penalty, make sure it’s 
high enough to be prohibitive. Some parents would rather pay $75 than work 30 hours at swim meets, but 
they might think twice about being fined $200!

Volunteering Commitment
Seals Parent Volunteers play an integral role in the success of our swim season. Families must complete a minimum 
40 points of volunteer activity to maintain good standing with the team. If you do not meet the minimum volunteer 
points your family must pay a $150 fee for unfilled service hours. Please note, 40 points is a minimum, to actually 
staff all meets we need closer to 50-60 points per family. I acknowledge we will complete the minimum volunteer 
requirements or pay the $150/family fee.
 
      YES, I AGREE*

Enter your initials to indicate acceptance:*

Example:



3    Arm Parents with Information

Do you remember your first year on swim team? Did you have 
any idea what other swim parents were talking about? What is 
a heat sheet or a ready bench anyway?? Create a webpage that 
describes all your team’s swim meet volunteer positions to give 
the newbies an idea of what they’re getting themselves into. 
Volunteer descriptions can be written creatively to point out the 
fun aspects of the jobs, the benefits (e.g. good view of the pool 
and some shade when you’re a timer), and even desirable per-
sonality traits for the job (patient, organized, and lighthearted if 
you don’t want to scare the kids at ready bench). Have fun with 
it! You may be thinking “people don’t read,” but some people 
do! 
Wherever folks sign up for jobs, provide a job description 
for each volunteer position, giving parents additional 
information as they sign up to volunteer at each meet. Teams 
find it helpful to outline all their head positions, 
for meets and for the team, so parents can be looking 
towards the future and thinking about how they might 
get more involved once they gain more experience.

            Head Parent Roles, Volunteer Job Descriptions

4    Set Volunteers Up for Success

Think back to your first meet as a swim parent, did you have 
a clue what you were doing in your volunteer position? If you 
did, you’re one of the lucky ones! Help your parents feel more 
comfortable and confident by having your head volunteers 
compose an informational email to their volunteer team the 
night before. The email can include instructions on what to 
expect, where to meet, and what to bring (e.g. clipboard). 
We’ve worked with teams where the Head Timer, Head Set Up, 
Head of Ready Bench, and Head Age Group Parent (a.k.a Tent 
Parent/Kid Wrangler/Bull Pen Manager) all send these kinds 
of emails the night before the meet. 

Example:

https://ccrseals.swimtopia.com/lead-parent-voluntee
https://ccrseals.swimtopia.com/meet-volunteers


5    Reward and Acknowledge

To successfully create a culture of volunteerism on your 
team, it’s important to give a little shout-out to the people 
you see going above and beyond. By acknowledging those 
that go the extra mile, you’re showing your team that you 
care and appreciate everyone’s hard work, and you’re 
reminding people what it is that makes your team special. 
Parents don’t expect to be rewarded when they volunteer, 
but it’s a nice bonus to be acknowledged amongst their 
peers. Creating a Volunteer of the Week  award recognizes 
special contributions throughout the season. Some teams 
are able to secure small gift cards from either some parents’ 
employers or from sponsors, which can be used as prizes. 
Team Volunteer Coordinators can send a shout-out about the 
winners via email and/or post Volunteers of the Week on the 
team website. Some teams also acknowledge their hardest 
workers at the End-of-Season Banquet, where parents get 
a chance to vie for the “High Point” or “Most Outstanding” 
Volunteer Award.

         Volunteers of the Week

We hope you’ve found these tips on better volunteer management
helpful, and we wish you a successful season!

The SwimTopia swim team management platform offers numerous 
handy features to help you manage your volunteers. If you’re interested 

in simplifying running your swim team, learn more at:
www.SwimTopia.com

Example:

https://ccrseals.swimtopia.com/volunteers-of-the-week
http://www.SwimTopia.com

