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Karin Wegner (SP)

• Karin lives in Las Vegas 

• Previously a Masters and 

Age Group Coach in New 

Jersey 

• USMS event registration 

expert since 2008 

• Masters swimmer on Team 

Redbird and USMS Meet 

Director

Rick Osterberg (NE)

• Rick lives in Boston 

• Runs the NE LMSC SCY 

Champs since 2000 

• Loves to tinker with 

technology to improve the 

swim meet experience 

• LMSC & LSC volunteer for 

25+ years

Alina de Armas (SP)

• Alina lives in Simi Valley 

• Administrative Referee for 

30+ years with USMS, USA, 

College & High School 

• Administrative Referee for 

USMS Nationals 12 times

• On the USMS Officials 

Committee

Jeff Strahota (PV)

• Jeff is from the Washington 

DC area 

• 25+ years of experience 

hosting, officiating 

and/or advising clubs & 

events in USMS, CCS & 

USAS 

• On his LMSC Board and the 

CCS Advisory Board

RK A J



Celebration Stories:
Things that we at Club Assistant and SwimPhone are 
proud of that made an event excel

• Flexibility to changes and 

emergencies. 

• Responding to meet director during a 

challenging situation
– Short advance notice
– Snowstorm

– Thunderstorm

– Wildfires
– Covid shut-downs

– Pool pump down, pool heater down
K
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Celebration Stories:
Things that we at Club Assistant and SwimPhone are 
proud of that made an event excel

• Helping meet director
– Understand options
– Get business advice

– Make decisions from 

all perspectives 
▪ Facility schedule limits

▪ Swimmers, local, long-distance

▪ Credit card processing, handling chargebacks

K
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Celebration Stories:
Things that we at Club Assistant and SwimPhone are 
proud of that made an event excel

• Support meet 

director with
– Publication/website

– Email announcements

– Marketing to past meet 

attendees

– Installation of entry 

limits

– Management of 

waitlist
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Celebration Stories:
Things that we are proud of that made an event excel

• Whatever it takes!

• It may be your first 

time, but it’s 

certainly not ours. 

K



Positive Check-In: Seed-as-you-go
• NE LMSC SCY Champs: 600 - 900 swimmers; 25 - 30 hours of competition time; 4 days.

• Goals: No-shows: Lane usage: Session length: Competition:

• Each no-show causes 28 seconds of wasted session length. (Average)

• Every event is positive check-in. Check-in on-site and day-of only.

• Clerk of Course table on deck: Each event closes and is seeded 1 hour before it swims.

– Heat sheets posted on deck and online (Meet Mobile).

• Timing booth upstairs: Manages the event in the water, prints results and award stickers.

• Impact:

– 2025 NE LMSC SCM Champs: 1303 splashes, with 88 empty lanes. (6.8%)

– 2026 USMS LCM Nationals: 5433 splashes, with 458 empty lanes. (8.4%)

– 2026 NE LMSC SCY Champs: 2799 splashes, only 27 empty lanes. (1.0%)

➔ How can we improve the check-in experience and still seed-as-we-go?

R



Positive Check-In: Seed-as-you-go

RTypical NE LMSC SCY Champs Clerk of Course / Check-In Table



Hybrid online/on-deck positive check-in
The old way:

• Everyone checks-in on deck.

• Big rush before warmup.

• Is that a check-in or a scratch?

Positives:

• We know you are here! (Probably)

• Keep options open: Check-in later for 

a later event.

• Long session and changed your mind? 

Scratch out of a later event.

• Very few no-shows.

Tech stack: Hy-Tek Meet Manager Pro (networked) R



Hybrid online/on-deck positive check-in
The new way:

• Online check-in via SwimPhone

• Opens day before at noon.

• Closes 30 minutes before warmup.

• Switches to on-deck check-in during 

warmup. Online check-in preserved!

• Still closes/seeds 1 hour before swim.

Wins:

• We’re still pretty sure you’re here.

• No more check-in line before warmup. Most swimmers check-in online.

• You can still change your mind and scratch a later event.

• Not sure we got your online check-in? Confirm check-in status on deck.

Tech stack: Hy-Tek Meet Manager, SwimPhone, Excel, Crystal Reports.
R



Encourage good seed times with gamification
• Good seed times yield more efficient use of lane space. Better seed times → shorter sessions.

• If your meet has 400 heats, then saving just 10 seconds per heat saves 1 hour of meet time.

• We offered a “Seed Time Prize.” If you swam your seed time exactly (to the 0.01 second), you 

won a $10 Starbucks gift card. Typically 2 - 9 winners per Championship Meet.

• We publish a full seed time analysis after our big meet.
• Honorable Mention seeders (within 0.10 second)

• Top 50 Seeders (sorted by percentage off)

• Worst 50 Seeders (we spot-check this swimmers next year)

• Overall seed accuracy ranking for all swimmers

• Tech stack: Meet Manager, local SQL database (many technical options)

R

2026 NE LMSC SCY Champs

Seed Time Analysis Reports



Celebrate Achievement

NEW WORLD RECORD SET

Maureen Kornfeld set a new World Record in the 50 Backstroke.

AQUA had to create a new age group for the Record. Maureen is 105 years young.

MORAL OF THE STORY: It’s great to be this young at heart.

A



Celebration

GUESTS IN THE POOL

Politely ask them to leave or swim around them.

MORAL OF THE STORY: You never know who is going to show up

A



Notes

While Technology is the first word in the title of this session, tech isn’t always the source of 
the need to troubleshoot. 

Here are some things that may or may not have happened at your event! 

J



Stories of Celebration
Sources of Pride on event excellence

Problem: Awards won't make it/ No budget 
for awards

Solution: 

• Sticker Sheets!

• Roughly $30-50 cost, can be amortized 
over several meets

• Ordering $2 medals or $.30 ribbons can 
be a major hassle for event directors

J



Stories of Celebration
Sources of Pride on event excellence

Problem: Swimmers don't want to travel too 

far for championship meet.

Solution: Host 2 duplicate championships!

• Split duties and cut (some) costs

• Reduce travel times

• Reduce session times for 

swimmers/officials

J



Stories of Celebration
Sources of Pride on event excellence

Problem: Large college facility hasn't hosted 

events in years

Solution: 

• Take time to establish relationship with coach

• Co-Host event with team -- Team takes 

profits; USMS entity covers admin 

duties/costs, but benefits from having the meet

• Aim to turn over event to 100% team-run after 

2-3 years
J



Uh-oh. The scoreboard died. Mostly.
• Meet: 2017 NE LMSC SCY Championships at Harvard’s Blodgett Pool.

• 800 swimmers. 4500 individual entries. 4 days of competition.

• Scoreboard: Daktronics ProStar matrix board, installed in 2004.

• Resolution: 192 x 128 pixels.

• Tech stack: Daktronics Venus V7000 scoreboard control software.

R
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Blank

Blank

Blank

Blank

Bright White!

Bright White!

R

96 px

32 px



Running Time Lengths Completed

Single-Line Board:

Lane | Place | Time

Next Event to Close 

for Check-In

RHeat Number
Time of Day

3



Take advantage of scoreboard real estate
• In 2018, Harvard installed a new, larger Daktronics LED video board.

• Resolution: 1296 x 720 @ 6mm pixel spacing. Size: 28’ wide x 15.5’ tall.

• Added 908,544 pixels!

• Tech stack: Daktronics Show Control software, OmniSport 2000, Hy-Tek Meet Manager

R➔ So what does it look like for a USMS meet?



Lane 

Assignments 

for Next Heat

Team Scores

Timeline 

Status

Miscellaneous 

Messages

Upcoming 

Session 

Timeline 

Information

Next Event 

Check-In 

Close TimeTime of day is

always visible

Branding!

Scoreboard 

pics end up on 

social media.

Lap Counters 

Appear 

Automatically for 

Distance Events

Core Scoreboard Data



Meet Setup
Arrive at meet and helpful facility staff ask what equipment to set up

Ask for pads and 2 buttons

What did we get:

Pad in the water and buttons on the deck.

Pad connected to Prime and buttons piggy backed onto A

Discovery – No B/C harness, but they put 2 buttons out

MORAL OF THE STORY: Always check the setup for yourself

A



Data Corrupted at start of meet
Meet Ready to start:

Power surge and database corrupted!

Programs had been printed, swimmers ready to go and no computer.

Timing system operational

What to do?

REMAIN CALM

Start the meet using printed program and save times on CTS (print out every race)

Restored a previous backup.

The Admin Team recreated all scratches and seeded the meet.

Manually changed every event to match the printed program

Retrieved all the races that had been run

ALL WITHOUT ANYONE OUTSIDE OF ADMIN KNOW ANYTHING HAD HAPPENED!

MORAL OF THE STORY: ALWAYS HAVE A BACKUP AND PRINTED PROGRAMS

A



Tales from the Trenches
When things go sideways…
How Club Assistant and SwimPhone turn it into success

• Pacific Masters Champs 

Spring 2026

– pool heater down, no other 

pools available

– full cancellation at 3 days out

– 700 swimmers quickly 

informed

– $50k refunds processed

K
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Tales from the Trenches
When things go sideways…
How Club Assistant and SwimPhone turn it into success

• Big Shoulders Open Water Swim 2015

– Dangerous waterspout and 8 ft waves on 

Lake Michigan just before race start time

– 1200 unhappy customers

– many chargebacks

– subsequent year some entries arranged 

to be priority/early and some comps

– Legacy list invented to honor the faithful 

attendees

K

Actual Event Picture



Tales from the Trenches
Turning sideways in to a win!

Your event may not seem smooth to you, but your preparation will make it such 

for participants

ABC – Always Be Contingency-planning, but control what you can control

• Volunteer shortage

• Official doesn't show

• Computers/printers/touchpads

• Medical Event

Remember, 99% of swimmers just want the opportunity to race!

J



Tales from the Trenches
Turning sideways in to a win!

Problem: Power has gone out!

Solution: Proceed manually if it is safe to do so

• Stopwatches are essential when electronic 

timing fails. (Rules 103.17)

• Use meet swimmers as backup timers if you 

don't already have enough. (103.18.9)

• Most swimmers will be happy as a clam if 

they are able to race!

J



Tales from the Trenches
Turning sideways in to a win!

Problem: Weather is threatening my event

Solution: 

• Is there a backup plan? What is it?

• Host AND swimmers need to be flexible

• COMMUNICATE regularly leading to 

decision/event

J



Tales from the Trenches
Turning sideways into a win!

Problem: Swimmer Medical Emergency

Solution:

• Assess the scenario and your options.

• Use all your available people.

• Rules 102.11.4 deals with Cancellation and 

Postponement

• Whatever you decide (esp. if you have to 

cancel/postpone) will NOT satisfy everyone.

• COMMUNICATE! Any change in a multi-day 

event will have a ripple effect. 
J



Preparing the Meet Manager file

• Enter the Meet Specific details

• Very important to select USMS – US Masters as 

the ID Format

• Determine and enter the Age-Up Date

• Yard meet – last day of the meet

• Meter meet – December 31st

• Determine if seeding will be by time or by age 

group

• Enter any Pool, Meet, USMS and AQUA records

A



Pro tips for Meet Managers

• If you are doing Hy-Tek Meet Manager Pro in networked mode, use wired networking, 

not wifi for a more reliable connection.

• If at all possible, whatever computer(s) you are using for Meet Manager, don't use it for 

anything else. Meet Manager, MS Office, Acrobat, and web browser. Nothing else.

• Keep your Meet Manager updated. Make sure you've updated about a week before your 

event. Don't upgrade the night before your meet starts.

• Do a backup, and a full database repair every day of your meet.

• An easy way to save a backup is to email it to yourself. Now you have a copy that's not 

just on your Hy-Tek computer.

A



Confirm the timing system to be used

• Confirm whether the host will supply the trained operator or if one must be recruited

• Confirm what equipment is needed and who will supply it.

A



Day of the Meet

• Arrive early and make sure all 

equipment is set up properly

• Connect all cables from computer to 

timing system

• If using CTS System 7, this must be 

done before turning on the timing 

console

• Confer with the Meet Referee and 

Timing system operator for proper set 

up of start system to the timing 

system

• Have required forms available (split 

requests, etc.)

• Answer questions regarding entries 

as they come up A



Running the Meet

• Pull in times from the timing system using Get 

Times button or the Race #

• Verify times and correct any discrepancies

• Enter DQ codes to facilitate answering 

questions on results

• Print results and awards

Check for Records and print the required 

applications and obtain the Meet Referee’s 

signature

After the meet send back up of the database to 

your LMSC Top Ten Recorder with all the other 

required documents

A



Participation Sticker Sheets…

Sticker sheets are a long tradition at USMS meets

Recent photo courtesy of Arthur Ovalle (NEM/GBP-NE) (age 93)

R



Participation Sticker Sheets…
• Like many meets, we have award stickers to put 

on your medal, or onto a physical sticker sheet.

• Pages of stickers for every event to dig through.

• Someone took my sticker!

• Paper sticker sheets on a pool deck

→ Wet paper sticker sheets on a pool deck.

➔ Could we make this easier for athletes?

R



Participation Sticker Sheets… Online!
• After the meet, we post a PDF with ‘virtual’ 

sticker sheets for every athlete.

• Print just your own page at home (or at work…)

• No more wet sticker sheets.

• No more missing stickers.

Tech stack: Meet Manager, Excel, Crystal Reports

R
2026 NE LMSC SCY Champs

Participation Sticker Sheets



Bonus: Relay names on the scoreboard

Tech Stack: Meet Manager Pro, OmniSport 2000 (ethernet), python,

Daktronics RTD protocol familiarity, Daktronics Show Control
R

Before race start

All swimmer names

Real scoreboard photos

Simulated race data



Bonus: Relay names on the scoreboard

Tech Stack: Meet Manager Pro, OmniSport 2000 (ethernet), python,

Daktronics RTD protocol familiarity, Daktronics Show Control
R

50 yards elapsed

1st swimmer



Bonus: Relay names on the scoreboard

Tech Stack: Meet Manager Pro, OmniSport 2000 (ethernet), python,

Daktronics RTD protocol familiarity, Daktronics Show Control
R

Race complete

Not reset

4th swimmer



Bonus: Relay names on the scoreboard

Tech Stack: Meet Manager Pro, OmniSport 2000 (ethernet), python,

Daktronics RTD protocol familiarity, Daktronics Show Control
R

Race complete

Timer reset

All swimmer names



Real-World Scenarios
How Club Assistant and SwimPhone make things go right and the benefits 
to the Swimmers

• Example scenario: Hytek

Operator Unavailable

– Club Assistant and SwimPhone…

▪ Generate psych sheets

▪ Produce estimated timeline

▪ Publish to free website

▪ Facilitate emailing to swimmers 

on the roster

K



Real-World Scenarios
How Club Assistant and SwimPhone make things go right and the benefits 
to the Swimmers

• Benefits of these pre-meet administrative 

tasks
– Meet director stops panicking

– Swimmers are informed

– NO app to download – SwimPhone is a free website

– NO PDF to download – SwimPhone is a dynamic 

resource

– Searchable rosters, psych sheets, timeline 

– Display first batches of data, ready for the HyTek

operator’s next updates

K



Real World Scenarios
How to benefit the swimmer

Problem: Pool Measurements

Solution

• Use a laser!

• LMSC Chair/Sanctions/TTR should assume 

responsibilities for measuring and/or training 

event hosts on how to measure.

• Measure bulkheads every time just to be safe 

(post 2026 R5) 

• For Multi-day meet, can any sessions count?

• APOLOGIZE!

J



Real World Scenarios
How to benefit the swimmer

Problem: postponement or truncated session 

due to [issue] a prior day.

Solution

• Communicate as best as you can.

• Outline swimmer expectations

• Use all tools available to you
• Positive Check-in for everything

• 2-a-lane for distance events

• Dive-over starts

• Combine genders if not already combined

• Initial distance (split) request for 50s/100s 

J



Be prepared: What could go wrong?

• Examine every technical component on the pool deck. What would you do if any of these 

things failed in the middle of the meet? 

• The scoreboard.

• The PA system (or the one microphone attached to the PA system).

• The single Hy-Tek laptop (do you have a backup laptop?)

• The single timing console that we have at the facility.

• The single starting system that we have at the facility.

• The single starting microphone for the starting system.

• The in-deck timing system wiring (do you have a deck harness, etc.?)

• The single printer for the Hy-Tek system. (Extra toner/ink?)

• The single serial cable that connects Hy-Tek to the timing console.

• The single network switch connecting your Hy-Tek Pro laptops.

R



Wrap Up / Q&A
Don’t be afraid to ask. If you’re 
thinking it, someone else is too!



Panelist Bio: Karin Wegner

Karin Wegner lives in sunny Las Vegas with her husband, three teenage 

children, and two cats. Las Vegas is the easternmost part of the Southern 

Pacific LMSC; Karin has served SPMS in many capacities since moving west 

from New Jersey in 2008, such as SPMS delegate, member, and meet director. 

Karin has worked with Club Assistant and SwimPhone as a USMS swim meet 

registration expert, club management specialist, and website support rep since 

2008. She was previously a career swim coach in New Jersey, coaching 

Masters and age group swimmers at Rutgers University and the West Essex 

YMCA. Karin is a founding member of Team Redbird and a dedicated meet 

director for the Fabulous Las Vegas Masters Meet every January.

Karin@ClubAssistant.com

K
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Panelist Bio: Rick Osterberg

Rick has been running swim meets since the late 1980’s. He enjoys 

tinkering with swimming technology to improve the in-venue and online user 

experience. He built the first live online scoreboard in 1997, the first live 

webcam “stream” in 1998, the first instant cell phone results in 2003 (four 

years before the iPhone existed), the first real-time online GPS tracking of 

an open water race in 2003, and online entries for USMS meets in 2007. 

He’s run college dual meets and championship meets, USA Swimming 

meets, Sectional Championships, and LMSC Championships at Harvard’s 

Blodgett Pool since 1995. He’s been involved with LMSC and LSC boards 

for 25+ years. He enjoys training but not racing. When not at the pool, he is 

the Chief Information Officer at an engineering college in the Boston area.

rickosterberg@gmail.com

R
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Panelist Bio: Alina de Armas

Alina is with Southern Pacific Masters and lives in Simi Valley, CA. She has 

worked as an Administrative Referee for 30+ years in USMS, USA, College and 

High School meets. She has served as the Administrative Referee for USMS 

National Championships 12 times. She is the SPMS Officials Chair and serves 

on the SPMS Meet Operations Committee and the USMS Officials Committee.

Alina@dearmas.co

A
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Panelist Bio: Jeff Strahota

Jeff has been involved in Masters since 1998 – before he was allowed to be a 

member! Since then, he’s served in various positions on his club, LMSC board, 

USMS Committees, and USMS Board; and is presently a member of the CCS 

Advisory Board. Understanding the value of competition, Jeff continues to 

participate in, officiate for, host, and travel to USMS events, both pool and open 

water.

jeff.strahota@gmail.com

J
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Resources

Pool Measurement Appendix Slides

• https://www.usms.org/volunteer-central/guide-to-local-operations/event-management/top-10-
and-records-and-tabulation/pool-length-form-and-measurement-procedures

J
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Using Steel Tape?

• Make sure your steel tape is long enough for 
your pools (need 165’ for LCM). 

• Thread through hollow pool noodles, pull 
buoys, or other similar methods to keep tape 
level with top of water level across the pool. 

J



USE A LASER!

• These are readily available, quickly shipped, 
and not pricey! 

• Small space in your meet bag/box.

• No pull buoys or people in the water needed to 
hold up tape.

• Many are accurate well past the 165(ish) feet 
you need for LCM, and will measure from the 
bottom OR top of the device. 

J



Bulkheads w/ Gaps/Voids

• Especially with water-level (or no) touchpads, 
measuring these pools is very tricky! 

• Trying to hit the thin solid strip at the top of the 
bulkhead with a laser is nearly impossible, 
even for a 25y/25M pool. 

• Place the laser on, and aim for, the 
longer/wider space between lanes. 

• Some pools have a built a custom target to 
aim for with other tricky walls (ie: deck-level 
overflow). 

J



Easy to Measure Walls

• Full wall (aka Fina wall) pads make it really 
easy to measure with a laser. The pads make 
a huge target! 

• If only 1 wall has this pad, measure from the 
OTHER wall, especially if that other wall has a 
gap/space right at water level. 

– (In other words, you do NOT have to measure 
from the start end).

J



Follow the Measurement Directions

• Page 2 of the Pool Measurement form gives 
you all the specific measurements you need. 
Make sure YOU read this and know which 
numbers you need to hit. 

• Remember, your pool needs to be AT LEAST 
25 yards, 25 meters, or 50 meters long. There 
is NO negative tolerance. 

• Bulkheads can shift with repeated force 
against them (starts/turns) and by lane-rope 
tightening. 

https://www.usms.org/volunteer-central/guide-to-local-operations/event-management/top-10-and-records-and-

tabulation/pool-length-form-and-measurement-procedures

J
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Pool Measurement – Best Practices

• Use a laser. 

• Chair/Top Ten/Sanctions should be the local SMEs on pool measurement.

• Train all event directors on how to do the measurement. 

• Consider having the LMSC be responsible for conducting this, especially if you have less mobile meet 
directors. Similarly, consider purchasing a laser for the LMSC for use at any facility who may not have 
one.

• (2027) If you are running a bulkhead course, measure even when you don’t think you might need to. 

J



Thank You!
Slides, Resource Links, and Panelist Bios 

will be posted on the USMS website
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