Subject: Proposal for Chief Aquatic Strategy Officer (CASO) Role – Ensuring Stability and Growth at Greenwich YMCA
I am reaching out with an urgent proposal to create the Chief Aquatic Strategy Officer (CASO) role at Greenwich YMCA. Without immediate action, the challenges facing your aquatics department will intensify, risking the loss of your current staff and the ability to sustain operations into March, let alone another holiday season. I am confident I can stabilize and grow your department, prevent further staff turnover, and position Greenwich YMCA as a leader in aquatic programming.
The Problem: A Critical Tipping Point
The aquatics industry is experiencing an unprecedented wave of challenges that directly impact staff retention, operational efficiency, and participant satisfaction. Without decisive leadership, your current team will not sustain operations through the busy holiday season or beyond. Here’s why immediate action is critical:
1. High Turnover Threatens Operations
· The staff you have now are temporary. If they leave, replacing them in a competitive market will be costly and time-consuming.
· Without retention-focused initiatives, burnout and frustration will drive more team members away.
2. Holiday Season Pressures
· Known in the industry as “holiday hell season,” this time of year places immense pressure on staff with increased participant expectations, scheduling conflicts, and program demands.
· Last-minute 5 AM callouts are becoming frequent, disrupting operations and overburdening remaining staff.
3. March Deadline: Financial and Operational Sustainability
· The absence of a cohesive strategy for program growth and cost-saving measures will strain the budget further.
· Without immediate action, operational challenges will escalate, jeopardizing the department’s ability to meet its financial and staffing goals by spring.
The Solution: The Chief Aquatic Strategy Officer Role
The CASO will act as the cornerstone of the aquatics department, addressing current challenges and building a foundation for long-term stability and growth. Here’s how:
1. Staff Retention and Development
· Implement recognition programs like the Master Guard Program to incentivize skill mastery, build morale, and reduce turnover by 20%.
· Develop mentorship pipelines and professional development opportunities to retain both full-time and part-time staff.
· Foster a culture of accountability and support to prevent burnout and ensure staff feel valued.
2. Operational Stability and Problem-Solving
· Proactively address challenges with scalable solutions, such as:
· Virtual Audit Box to reduce administrative burdens and improve compliance.
· Real-time chemical monitoring systems to minimize downtime and enhance safety.
· Act as a liaison between staff and leadership, resolving issues before they escalate into disruptions.
3. Financial Growth and Cost Savings
· Generate an annual revenue increase of $250,000 through program optimization, strategic partnerships, and innovative offerings.
· Reduce operational costs by 15% in the first year by streamlining processes and implementing cost-effective training solutions like ManikinPal and SAL (Set Up at Location).
4. Innovation and Program Expansion
· Launch at least two new programs annually to attract diverse demographics and increase enrollment by 15%.
· Expand access to underserved communities through initiatives like adaptive aquatics and multilingual outreach.
Why Me: Proven Track Record of Success
I bring a unique combination of expertise, innovative solutions, and a passion for community impact. Here’s what I have accomplished:
1. Staff Retention and Engagement
· Developed the Master Guard Program, a recognition initiative that increased retention rates by incentivizing leadership development and skill mastery.
· Introduced The Challenge, a competitive and engaging program that improved morale and team collaboration.
2. Operational Efficiency
· Created the Virtual Audit Box, saving 90 hours per month in administrative time and improving compliance.
· Designed scalable solutions like Swim Lesson Homework to maximize limited pool time and accelerate student progress.
3. Financial Growth
· Negotiated pay-to-play agreements that saved companies millions annually by eliminating upfront location fees.
· Increased program revenue by 25% annually in previous roles through innovative offerings and strategic partnerships.
4. Innovative Programming
· Launched the CPR Escape Room, an immersive training experience that increased participation and skill retention.
· Developed adaptive aquatics programs for individuals with disabilities, expanding access and community impact.
5. Patented Solutions
· Created tools like ManikinPal and SAL to improve CPR training accessibility while reducing logistical barriers.
· Designed the Unaided Lifeguarding System, enabling single lifeguards to perform full rescues, enhancing safety for minimally staffed facilities.
‼️Immediate Action Needed‼️
The current challenges facing your aquatics department require immediate and decisive action. By creating the CASO role and hiring me to lead, Greenwich YMCA can:
· Prevent further staff turnover, stabilizing operations and retaining your current team.
· Ensure a successful holiday season with proactive solutions to manage increased demand.
· Lay the foundation for long-term growth through innovative programming, cost savings, and community engagement.
My Career of Innovation and Problem-Solving: Highlights and Proven Solutions
Operational Efficiency and Technology Innovations
1. Virtual Audit Box
· Challenge: Association directors spent 90+ hours per month on manual audits, leading to inefficiencies and burnout.
· Solution: Designed a virtual audit system that streamlined the process, saving 90 hours per month while improving accuracy and compliance through real-time tracking and reporting.
2. Chemical Monitoring System
· Challenge: Frequent pool chemical imbalances caused downtime, safety risks, and increased costs for manual intervention.
· Solution: Developed a real-time notification system to alert staff when chemical levels deviated, reducing downtime, enhancing safety, and minimizing chemical waste.
3. Facility Usage Tracking
· Challenge: Inefficient tracking of facility usage hindered resource allocation and budget justification.
· Solution: Implemented a digital tracking system to monitor and report usage patterns, enabling data-driven decision-making and improved resource allocation.
Staff Retention and Development
4. Retention-Building Programs
· Challenge: High turnover rates and low staff engagement were affecting morale and consistency.
· Solutions:
· Master Guard Program: A recognition initiative that incentivized training, leadership development, and skill mastery to improve morale and reduce turnover.
· The Challenge: An engaging program fostering team accountability, motivation, and collaboration.
5. Virtual In-Service Subscription Model
· Challenge: 
· Traditional in-service training was time-intensive, repetitive, and financially burdensome.
· Solution: 
· Created a virtual subscription model offering innovative training ideas, which increased engagement, collaboration, and consistent revenue for partnering facilities.
Program Growth and Community Engagement
6. Integrated Community Programming
· Challenge: 
· Missed opportunities for collaboration between programs and local businesses.
· Solution: 
· Developed initiatives like Swim & Small Business to create mutually beneficial partnerships, boost participant retention, and strengthen community ties. 
7. Family Membership Engagement Initiative
· Challenge: 
· Stagnant membership growth due to limited cross-departmental engagement.
· Solution: 
· Designed interactive calendars and Challenge Maps encouraging families to visit multiple departments, increasing membership value and participation.
8. Family-Focused Fitness Classes
· Challenge: 
· Parents struggled to balance personal fitness with children’s swim lessons.
· Parents don’t see a lot of results from parent child because their child is still developing - this makes the class have duel purpose - increasing retention. 
· Solution: 
· Created parent-child fitness classes where children participated as weights for exercises, increasing program appeal and enrollment.
Training Innovations
Swim Lesson Homework
· Challenge: 
· Limited pool time slowed participant progress and caused frustration.
· Solution: 
· Created an online database of dryland exercises to enhance swimming-related skills from home, accelerating progress and improving retention rates.
CPR Escape Room
· Challenge: 
· With only 3% of the workforce having lifesaving knowledge, traditional CPR training methods fail to engage participants and are limited in reach due to high costs and certification barriers.
· Solution: 
· Designed an immersive CPR Escape Room that integrates lifesaving skills with interactive problem-solving challenges. This format increases engagement, making CPR training memorable and enjoyable.
· Developed a virtual, downloadable version with a supporting database, enabling organizations to train larger groups quickly and cost-effectively.
· While maintaining compliance with certification requirements, this innovation enhances skill retention and enthusiasm for training
CPR Comedy
· Challenge: 
· Traditional CPR training methods can be cost-prohibitive and inaccessible for many. While full certification is essential for some, a significant gap remains in providing basic lifesaving knowledge to the general population.
· Solution: 
· Created CPR Comedy, an approachable and humorous way to teach basic CPR knowledge and lifesaving concepts. This program does not replace formal CPR certification but serves as an entry point for spreading essential knowledge to more people without the cost and time commitment of formal training.
· Offered as a virtual, on-demand program, CPR Comedy is designed to make lifesaving education accessible and engaging, particularly for audiences who might otherwise skip training altogether.
Cost-Saving and Scalable Solutions
Investment Company Location Acquisitions
· Challenge: 
· High upfront location costs limited class offerings and increased financial risk.
· Solution: 
· Negotiated pay-to-play agreements, eliminating upfront costs and saving millions annually.
Cost-Saving Risk Management
· Challenge: 
· Budget limitations hindered staff training and compliance.
· Solution: 
· Developed low-cost, high-impact virtual and hybrid training modules, improving compliance and accessibility while reducing expenses.
Provisionally Patented Innovations 
1. ManikinPal: Portable CPR training locations that allow participants to pick up supplies at location  for flexible, hands-on virtual learning.
2. Manikin SAL (Set Up at Location): Self-guided CPR training with automated booking systems at designated locations.
3. Retail CPR via CPR in a Box: Retail-ready CPR kits with QR codes for virtual training, automating inventory management and public access to lifesaving education.
4. CPR in a Box: Scalable kits for training across multiple locations, automating distribution and increasing efficiency.
5. Posting Partner: A platform covering class posting fees to support small businesses in lifesaving education.
6. Unaided Lifeguarding System: A system enabling single lifeguards to perform full rescues, enhancing safety for minimally staffed facilities.
Other innovations 
1. Virtual In-Service Database: Creative and engaging in-service training for lifeguards, adaptable for youth and other programs.
2. Swim & Small Business Initiative: Collaborative programs connecting swim lessons with local businesses to drive engagement and mutual growth.

Let’s Discuss the Future of Greenwich YMCA Aquatics
I am confident that my experience, proven track record, and passion for service make me the ideal candidate for this role. Let’s schedule a meeting to discuss how we can implement this position immediately and secure the future success of your aquatics department.



