


Minutes of the Hawaiian LSC House of Delegates Meeting
October 20, 2024
Call to Order
The meeting was called to order by General Chair Eric Nagoshi at 9:00 AM on zoom.

1. Introductions and Announcements
· Eric Nagoshi expressed gratitude for the support he received during his term as Chair. He confirmed Dave Coleman will assume the Chair position on January 1, 2025, with a smooth transition in progress.
· Athlete appointments were made to the HOD to ensure 20% athlete representation:
· Oahu: Emma Nakamoto (Splash) and Dion Chung (KSC)
· Maui: Sadie Stafford (Lahaina)
· Big Island: Ethan Ng (Kona Dolphins)
· Kauai: Jaina Sam (SKA)

2. Secretary's Report
· Minutes of the April HOD meeting were reviewed, motioned, seconded, and approved.

3. Treasurer's Report
· Current assets: $258K in securities and $244K in checking.
· Proposal to establish a savings account to earn interest on funds.
· Net income as of September: $883.96, with most registration income expected in the final quarter. Some Zone Meet expenses are still outstanding.
· Tax return is pending due to missing 2023 board information.

4. Membership Registration
· As of the end of August, 2,798 athletes were registered, starting the 2025 season with 1,125 athletes.
· Discussed potential for reports on numbers for 8-and-under and 10-and-under age groups. Gwenn will check on the possibility of running those reports from the SWIMS information. 
· Highlighted growth in registrations from year-to-year, attributed partly to learn-to-swim programs.

5. Chair Reports
Administrative Vice Chair Report
· Mark stepped down, and Jon Hayashida was elected to the position by acclamation.
· Christina Gervais was elected to the Secretary position by acclamation.
Finance Vice Chair Report
· Quad revenue/expenses Budget overview:
· $274K to be spent on travel support over next four years.
· $512K to be spent on general member support, that is non-travel expenses.
· Administrative overhead: $32K or 3.9% of the quad budget.
· Discussion of the quad budget's flexibility and review processes.
· Team Hawaii Revenue (raised from participating athletes) is designed to cover the expenses incurred by the athletes. Other expenses for coaches, officials travel is covered by the LSC.
· Income per year of the quad is about $266K; the expenses are projected to be approximately $264K per year with an additional expense of $22K for the ASCA Coaches Clinic allotted in year four of the Quad. Reserves will be used to cover that expense as needed.
· An additional $1,000.00 was allotted to Athletes for misc. expenses for athlete activities.
· Maintained payment for two USA Swimming governance meetings: Annual Business meeting and Leadership Workshops in case they go back to two separate events.
· Included in current administrative overhead is travel money for attending our BOD and HOD in person meetings. All these meetings are planned to be in person.
· Funding for the Endowment Fund is present in the budget  ($18K per year). Payments have not been made to the fund over the past year, so that amount will be calculated and paid into the Fund and reported at the next HOD meeting.
· There is funding for an annual award of a USA Swimming Lifetime membership.
· The process that Finance Committee should use for developing the budget should involve the various department or division heads and include an annual review of the budget and actual revenues/expenses so that we can be more intentional on controlling our finances. 
· Motion to approve the 2025–2028 Quad Budget was passed.
Senior Vice Chair Report (Scott Pinter – not present; Eric reporting)
· Meet file for Senior Champs posted.
· Working on increasing travel reimbursement for swimmers and coaches.
Age Group Vice Chair Report (Malcolm Cooper)
· February Age Group and JAGs meets ready for posting.
· Decision on 50-meter events deferred, pending Western Zone inclusion of the events in the Zone Meet events.
Tech Planning Report (Malcolm Cooper)
· Continued work on the quad meet plan in collaboration with committees.
· Some discussion in Committee on changing the Short Course Championships back to December
Safe Sports Report (Eric Nagoshi – acting chair)
· Safe Sport Chair position temporarily filled by Eric Nagoshi. A new appointment will be made in 2025.
· Safe Sport workshops are held virtually throughout the year. Eric is attending those for now.

Diversity, Equity, and Inclusion (DEI) Chair Report (Joyce Follis)
· DEI camp and summit participation highlighted the need for better LGBTQ+ athlete representation.
· Plans to collaborate with Leland Brown (USA Swimming DEI Director) on local community engagement.
Officials Chair Report (Stephanie Monahan)
· National evaluator and three local evaluators secured for Age Group Champs.
· Updates from Denver workshop on mentorship, conflict resolution, and recruitment; using surveys for championship meet feedback; Junior Officials; OTS; mentorship; Officiating and disabled swimmers; “block party” meets.
Governance Committee Report (Jon Hayashida)
· Updates to bylaws and policy documents are ongoing, with mandatory changes under review.
NTV Report (Malcolm Cooper)
· All meet results posted and up to date.
· Encourage timely submission of sanction forms for upcoming observed high school meets.
Operational Risk Report (Saint-Marie Gough)
· Concerns about underreporting incidents on deck and during events.
· Plan to disseminate clear reporting guidelines.
Coaches Representative Report (Cristina Gervais)
· Efforts underway to update the coaches email list for better communication.
· Election for a new Junior Coach’s Rep planned for Senior Champs in November.
Officials Representative (Russel Iwamura) No Report
Athletes Representative Report  (Parker Muench – not attending; Kona Flanagan)
· Successful senior athlete recognition at Senior Champs.
· Insure communication of when the recognition event will take place (include in the Meet Announcement was suggested)  and make arrangements for getting recognition gifts to athletes who are not able to attend through their coaches.
· Plans to revamp Hawaiian Swimming’s social media presence.

6. Island Representative Reports
Maui (MAGSA) (Reid Yamamoto)
· JAGS permit submitted, awaiting approval.
Big Island (Barbara Copra – not attending; Jon Hayashida)
· Successful Pentathlon meet, encouraging for new swimmers.
· Planning underway for high school and club meet schedules.
· Kona will sponsor a Senior Invitational – a new meet structure – with continental teams invited. Good initial response for this new meet. Time standard is between Hawaiian Senior Championship and Senior Zone Championship standards. To be held March 26-29.


Oahu (OSL) (Ryan Muraoka – not attending; Saint-Marie Gough)
· Secured permits for meets through August 2025, including Senior Champs (June 20-22) and Age Group Champs (July 17-20).
· One to two meets per month this season, though January – March 2025 will be difficult as VMAC has schedule a number of college teams. First North Shore meet at Asian Pacific Institute School pool on November 2. Aulea has also been scheduling meets at their Kailua pool.
· Developmental meets and Pentathlon meets emphasized.

7. Old Business
· Proposal to add 50-meter events to Age Group Champs (July 17-20) awaiting implementation into Zone Age Group meet;  and Senior Champs (June 20-22) remains under committee review.

8. New Business
Proposal 1: Waiving Fines for Officials Quota (2023–2024 Season)
Presenter: Joyce Follis (DEI & PHIN Chair)
Summary: Joyce presented a proposal from Big Island clubs to waive fines for the 2023–2024 season due to lack of awareness about the reinstated officials quota. Concerns were raised regarding communication, accountability, and the impact of flex memberships on active swimmer counts.
· Discussion Points:
· Eric Nagoshi clarified that the reinstatement of the quota was decided in August 2023 and was noted in meeting minutes and registration forms.
· Malcolm Cooper proposed reducing the fine to $10 to serve as a reminder, rather than waiving it entirely.
· Stephanie Monahan proposed a $50 fine per official instead of waiving it, emphasizing the importance of accountability and equal contribution by clubs.
· Clarification on the enforcement process: fines apply for one year, with potential consequences for clubs failing to meet quotas two consecutive years.
Amendment: To reduce the fine to $50 per official for the 2023–2024 season only.
Vote on Amendment: Passed.
Final Vote on Proposal with Amendment: Passed. Fines reduced to $50 per official for the 2023–2024 season only.

Proposal 2: Recognizing Pre-Meet Administrative Work as Officials Sessions
Presenter: Joyce Follis
Summary: Joyce proposed that individuals handling pre-meet administrative tasks (e.g., meet registration, building management files) receive credit equivalent to one meet session for purposes of the Officials Quota policy.
· Discussion Points:
· Challenges in tracking and verifying such work were raised.
· Eric Nagoshi recommended tabling the proposal and assigning it to the Officials Chair and committee for further consideration.
Motion to Table: Passed. Proposal sent to Officials Chair and committee for evaluation.

Proposal 3: Adjusting Definition of Active Swimmers used in the Officials Quota Policy
Presenter: Joyce Follis
Summary: Joyce proposed changing the definition of an "active swimmer" for the officials quota from participation in two meets to three meets, citing the impact of flex memberships.
· Discussion Points:
· Flex swimmers are currently counted as active after two meets, which penalizes teams under the quota system.
· Adjusting the threshold to three meets would align with encouraging trial participation without affecting quotas.
Vote on Proposal: Passed (15-3-1). The change will take effect for the 2024–2025 season. Flex swimmers participating in two or fewer meets will no longer count toward the officials quota.

Proposal 4: Allocating Fines under Official Quota Policy to Officials Travel Fund
Presenter: Stephanie Monahan
Summary: Stephanie proposed redirecting fines collected for Officials Quota violations to the Officials Travel Fund instead of the general budget.
· Discussion Points:
· Supporters emphasized the need to assist officials traveling to other islands for meets.
· Concerns about conflict of interest and potential budgetary disincentives were raised.
· Clarification provided that funds would support all travel for officials, not just for state championships.
Vote on Proposal: Passed (12-6-1). Fines collected will be directed to the Officials Travel Fund, effective immediately.
Reconsideration Request:
· Stephanie confirmed that the fund would support all officials' travel needs, not exclusively state championship meets.Inquiry was made on a reconsideration motion, but no positive voters were called for reconsideration.
· No further reconsideration requested, and the proposal stood as passed.


Discussion on the Role of the Registrar and Updating Certifications for Officials
Topic Overview
Presenter: Gwenn Tomiyoshi (LSC Registrar)
Purpose: To discuss and clarify the process for updating certifications for officials and coaches, specifically in SWIMS, and address barriers in the certification process.

Background
· Gwenn shared insights from the USA Swimming Conference in Denver, where it was noted that Officials Chairs can gain access to SWIMS to upload concussion certifications.
· Patrick Murphy confirmed this was possible, but Eric Stimson emphasized that certification updates should primarily come through the LSC Administrative Registrar to maintain security and accountability.
· Current LSC access to SWIMS includes three individuals: the Registrar (Gwenn), the General Chair, and the Registrar’s Assistant.

Proposal
Motion: To formalize in Policies and Procedures that all certification updates for officials and coaches in SWIMS must be performed by the LSC Registrar.
Proposed By: Gwenn Tomiyoshi
Seconded By: Jon Hayashida

Discussion Points
Recruitment and Retention Concerns
· Stephanie Monahan highlighted that delays in certification processes discourage new officials, particularly younger parents unfamiliar with volunteering.
· Proposed streamlining to reduce barriers, suggesting the Officials Chair could upload concussion certifications to expedite the process.
Concerns with Expanding SWIMS Access
· Gwenn raised concerns about granting full SWIMS access to additional individuals, as it would provide access to sensitive information beyond certification updates.
· Eric Nagoshi emphasized maintaining strict controls, likening it to limiting bank signature access.
Technical and Procedural Challenges
· Officials must register themselves as "Officials" in SWIMS before certifications can be uploaded. Gwenn noted this step is often overlooked by new officials, causing delays.
· While Gwenn updates certifications twice a week (Wednesday and Saturday), last-minute updates (e.g., at meets) remain challenging.
Clarification of Current Policy
· Currently, there are no Policies and Procedures specifying who can update certifications in SWIMS.
· The proposal would ensure consistency and accountability by limiting updates to the Registrar and designated individuals (General Chair and Registrar’s Assistant).

Additional Points Raised
· Eugene Drzymala noted challenges with late concussion certifications at meets, causing issues for officials’ participation.
· Discussion clarified that officials can bring paper documentation of concussion certifications to meets, which the Registrar can later backdate in SWIMS.

Vote on Proposal
Motion: To amend Policies and Procedures to state that only the Registrar, General Chair, and Registrar’s Assistant may update certifications for officials and coaches in SWIMS.
Vote Outcome: Passed (10 in favor, 5 opposed, 3 abstentions).
Result: The proposal will be added to the LSC Policies and Procedures.

Next Steps
· Gwenn will continue overseeing certification updates while maintaining communication with the Officials Chair to address barriers.
· Malcolm Cooper and Stephanie Monahan will collaborate on a proposal to adjust the officials’ quota to align with recent changes in swimmer definitions.

Clarifications
· Concussion Certifications at Meets: Officials and coaches may present paper documentation at meets if not uploaded in time, and certifications will be backdated upon submission to the Registrar.
· Registration Fee Increase: The club registration fee for the upcoming season will increase from $100 to $250, as approved at the Delegates Meeting.

Adjournment
The discussion on this topic concluded at 2:40 PM. Further updates will be addressed as required.
Closing Remarks:
Eric Nagoshi thanked attendees for their contributions and service during his term and expressed confidence in Dave Coleman’s upcoming leadership.

Adjournment
The meeting had a 10 minute recess at 10:39 AM. The meeting was adjourned at 12:40 PM.

Summary
The meeting was productive, with key updates on budget planning, athlete representation, membership growth, program enhancements, officials quota changes, and updating procedures for certifications . Committee discussions and decisions continue to ensure Hawaiian Swimming's progress and alignment with national standards.


Prepared by:
David Coleman
Acting Hawaiian LSC Secretary



