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			Foreword from The Art of Motivation for Sports

		

		
			As a former NCAA Division I coach for fourteen years as well as having coached at the high school and grade school levels prior to that, I have read more than my share of books on coaching philosophy. Jim Hinkson’s comprehensive look at all the aspects of the profession is both detail-oriented and, more importantly, quite insightful. He provides wonderful food for thought for coaches of all ages and levels. I thoroughly enjoyed it and found it to be dead-on for what is important for success in coaching. 

			I’ve heard it said many times: “It’s not the X’s and O’s but the Jimmys and the Joes.” We’re in the people business, and Jim Hinkson’s book gives you the kinds of concepts you need to consider as you deal with the endless challenges that face coaches today in the twenty-first century. The play book is important—without doubt—but this book will help make you that much more of an effective leader, communicator, role model, and coach; and that’s what makes the difference.

			—Jack Armstrong

			TV analyst for the Toronto Raptors of the NBA 

			Former head coach of the Niagara University Purple Eagles

		

	
		
			Preface

		

		
			Trying to write a coaching manual for all sports is not an easy task; due to different personalities, different philosophies, and different sports, no two coaches have exactly the same approach. But there are certain leadership skills one must have to be successful, such as how to motivate, how to organize, how to run practices, how to make good decisions, and how to set goals. It took me thirty-eight years of coaching basketball and lacrosse, going to coaching clinics, and researching two hundred books on coaching to put these coaching ideas into a book. I am definitely not saying I have all the answers on “how to coach”—I don’t think anybody does—but I have given it my best shot. Like parents, coaches tend to coach the way they have been coached. But this way might sometimes be the wrong way, so we need to expose ourselves to different methods and points of view. 

			I hope you as a coach will find useful ideas here or reinforce old ideas that you are using now. One of the main differences between coaching teams and coaching individuals, of course, is that in team coaching, team cohesiveness, team chemistry, and team building are extremely important.

			Team building is one of the major keys to becoming successful in a team sport. Being a cohesive unit will definitely give you the edge over other teams, as players have to be committed to the team, be unselfish, get along with one another, care for each other, and trust and cooperate with one another. Having this solid, team-oriented philosophy, which comes from the coach, is the glue that binds all the players together. 

			I realize that most coaches don’t want to read through page after page of theory. Here, I intend to give you the practical answers right away from my experience, researching coaching books, and the trials and tribulations of coaching teams over a long career. 

			If you are new to coaching, you will learn about all aspects of coaching—selecting players, planning the season, running practices, coaching during high-pressure game situations, and helping players become the best team they can be. If you are an experienced coach, this book will give you some food for thought about your current coaching practices, as well as ways of handling situations you may have found challenging. 

			I have been lucky enough to have played under a great lacrosse coach, Jim Bishop; I have attended hundreds of basketball coaching clinics throughout the United States and Canada; I have worked at numerous basketball camps (Syracuse, Michigan, and Penn State); researched tons of books on coaching and motivation; and talked with some of the best coaches in the coaching business. So if some ideas sound familiar, it is probably because they are. I thank those who have contributed to my development as a coach.

			The “New School” of Coaching

			The way we coach today is different from the way it was done in the past, when coaching and training followed an almost militaristic model. The coach was the general, the assistants were the lieutenants, team captains were, well, captains, and the players the foot soldiers. There was a strict hierarchy, and all participants were expected to follow their superiors unquestioningly. The team’s fate rested in the coach’s hands. Games were battles in which the coach’s commands had to be obeyed without question, and mistakes were harshly punished.

			While some remnants of the old command-and-control coaching style still persist today, it has generally fallen by the wayside because it doesn’t reflect the social realities of the modern athlete. As most young people no longer have to engage in compulsory military service, they do not understand this hierarchal model anymore. 

			In addition, our society puts greater emphasis on individual freedom and choice than ever before. Young people have been taught to question authority. The school system is generally less structured, and students are invited to participate in devising lessons. They are used to being asked for more of their input and opinions than ever before. The sped-up Internet/video game world they inhabit has shortened their attention spans. Coaches have to take this into consideration when teaching. 

			Another reality is the diversity of our society. Athletes today come from a wide variety of social classes, cultures, and religions, leading to great variation in values. 

			Girls are participating in sports in greater numbers than ever before, and many coaches have found that they, like their male counterparts, do not respond so well to the traditional command-and-control coaching methods.

			And finally, more and more children are growing up in homes where parental control is lax or nonexistent. It’s not that these kids have no respect for authority—they don’t even grasp the concept.

			All of these changes mean that the authoritarian style of coaching is no longer very effective. In fact, no single coaching method will work with every team, given our great social diversity. 

			Coaches today cannot be rigid with just one type of coaching style. To be successful they have to be prepared to adapt their styles to their teams’ needs. 

			This book is about a “new school” of coaching that meshes with these new social realities and makes effective use of them to build successful teams. The basis of my approach is that the coach retains control of the team laterally rather than vertically, by involving the players in making team decisions, such as setting the team’s long-term goals. I have found this to be the most effective way of motivating today’s athlete—and motivation is one of the coach’s greatest challenges.

			The Key to Successful Coaching

			Another difference in today’s coaching methods described here lies in how success is defined. I do not equate success with winning. Winning is a pleasant by-product of success. 

			Winning a game or a series or a championship might not be under a team’s control. No matter how hard a team plays, there can be another team that is simply more talented that can defeat them. In these situations, if a team has set winning as its only objective, when it loses, the effect could be devastating. 

			However, if a team comes up with its own definition of success through setting its own long-term and short-term goals, it is in control of its destiny and can succeed whether a game is won or lost. 

			Goal setting is a major topic of this book, for it is possibly the most effective motivational tool for today’s teams. Success in this book lies in setting challenging goals and doing what is necessary to achieve them. This comes from my belief that the coach’s job is not only to create successful teams, but also to develop successful individuals who will excel both on and off the playing field.

			The Goals

			There are five major goals that I use in coaching, and they will appear again and again in the pages of this book.

			Team Season Outcome Goals

			These long-term season goals give players a target to aim for—of where they want their team to end up. It could be winning a championship, making the play-offs, being in a certain position in the standings, or improving their play. Once the team has a vision, it must follow it up with a plan. A plan refers to the specifics, a step-by-step process, a series of smaller, short-term goals of how it is going to achieve the vision. The primary objective of the Game Outcome Goal is improving, attaining the team’s Performance Goals, and giving your best, while winning is the secondary objective.

			Team Performance Goals

			These short-term goals are part of the overall plan to give players a clear vision of what they want their team to accomplish in every game—other than winning. If a team wants to improve its playing ability, it has to measure and evaluate its performance through statistics; and the coach has to constantly give feedback to the team from these statistics. Team Performance Goals based on thorough and accurate statistics keeping are the building blocks for the team’s motivational system! 

			Team Behavior Goals

			These goals give players a clear vision of how they should behave on the playing floor/field. If a coach wants his team to play like champions, they have to know how champions act and play. These short-term goals give the team guidelines and order on how to behave, act, and play to be successful based on values, principles, and character. The eleven Team Behavior Goals—such as to play hard, to play with enthusiasm, to play with intensity, to play smart, and to play with discipline—are the foundation and the fundamental building blocks of a successful team. 

			Team Cohesion Goals

			These short-term goals give players a clear vision of how they should treat their teammates and each other. The four Team Cohesion Goals are: being committed to the team, playing together and depending on each other, trusting each other, and caring for, encouraging, and supporting each other. These goals are very important in building and creating a culture of team unity and teamwork. When a team follows these four Cohesion Goals, it stands a much better chance of achieving its other four major goals and truly becoming a “team” rather than just a group of individuals.

			Team Value Goals

			These goals or guidelines are for players when faced with choices of ethical and moral issues. You should formulate a clear set of values or code of conduct to guide your players based on what is right and wrong, to help them make the right choices, to help develop character, and to create a moral team environment. Other than developing physical skills, you develop positive character traits, such as respect, trust, honesty, sportsmanship, and responsibility. The best way to teach life values is when a coach lives it. 

			You Coach to Build Good Citizens and to Teach Values and Life Skills

			Your role, besides teaching fundamentals and strategy, is to build life skills or develop good citizens—so your young players can contribute to society—by teaching them how to be successful in life. You want to develop not just good players, but good people. You encourage players to live right by helping them stay on the straight and narrow, by making sure they go to class and get an education, and by making sure they display the correct behavior. You use sports as a medium or platform to teach young people life lessons. The journey of success also involves teaching the players how to take care of themselves—physically, nutritionally, morally, academically, and socially. 

			You Coach to Make “Men out of Boys” or “Women out of Girls”

			You teach young players to be good people and teach them life lessons to make them successful. You have to be concerned about your players’ futures by preparing them for success beyond the playing field.

			How to Use This Book

			The book is divided into five parts. You can read it straight through from start to finish, or you can browse to find topics that interest you. 

			Part I: Motivating through Leadership

			This section should get you thinking about what your approach to coaching will be. This is about the foundation of coaching. These chapters will help you figure out what style of coaching you use, your coaching philosophy, one that meshes with your personality. Along with the theory presented, there are practical suggestions for making important coaching decisions, such as choosing players for the team. Even if you have been coaching for a while, you should review this section, for one of the hallmarks of successful coaches is never thinking they know it all.

			Finally, I conclude this section with a discussion of the importance of continuing to develop as a coach, for by now you will have realized that successful coaches never stand still.

			Part II: Motivating through Setting Goals and Team Rules

			The focus of this section is motivation—external and internal. Although the book’s main focus is on external motivation by the coach, I talk about how you can influence players toward self-motivation. You gain the players’ commitment by working with them to set team goals and team rules—Outcome Goals, Performance Goals, Behavior Goals, Cohesion Goals, Value Goals, and team rules. As you will see, the process of devising the goals and rules is just as important as the goals and rules themselves.

			Part III: Motivating through Planning and Teaching Strategies

			Here, I provide solid techniques for handling the practical aspects of running a team—planning the season, teaching skills, running practices efficiently, and putting together a playing system.

			Part IV: Motivating by Working with Individual Players

			This covers another important component of successful coaching: communicating with players, building a trusting relationship between player and coach, and building self-esteem. Coaches cannot expect automatic obedience and respect from today’s athletes; they must work to achieve trust, respect, commitment, and support from communication and relationships. This section shows you how to do that.

			Part V: Motivating through Pre- and Postgame Speeches and Game Coaching

			This unit deals with the practical elements of preparing for a game with pregame and postgame talks, especially after a loss; how successful coaches coach during a game; how successful coaches make a comeback; and their approach to the big game. 
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			Part I

			Motivating through Leadership

		

	
		
			Chapter 1

			What It Takes to Be a Successful Motivating Coach

		

		
			If you have ever been a coach or in a leadership position or if you have ever been coached or led by someone else, you know that good coaching and leadership do make a difference. Simply throwing together a group of people and bossing them around does not work, no matter how skilled or talented the individual team members may be. A successful team needs a coach or leader who knows how to select players, how to organize them, how to put them into a playing system, how to help them hone their skills, and how to get them to play together—in other words, lead them. Above all, they need a leader who can motivate them to do their best and to dedicate themselves to achieving excellence together. Players want to be coached, to be taught, to be pushed, and to be disciplined for one reason: they know their success as players and as a group depends on these qualities.

			If a coach or leader can eliminate the guessing, the mistakes, the trial and error, and the misdirection one learns from the school of hard knocks and substitute proven techniques and approaches of coaching and leadership, he or she will be much further ahead, and hopefully, this is what this book will do. The coach and leader, by understanding what works and what doesn’t work, can develop players’ skills and knowledge much faster, which in turn will help produce a successful team more quickly. What matters most is what a coach or leader does day after day over the long haul. He or she, along with the team or group, must keep on getting a little bit better every day. 

			The New Definition of Leadership

			A leader is:

			
					A person who has the ability to influence others to play and work to their maximum performance to accomplish a goal 

					A person who gets things done through other people

					A person who commits people to action and converts followers into leaders 

					A person who motivates, influences, monitors, guides, leads, persuades, excites, unites, teaches, organizes, evaluates, empowers, and inspires a group of people to achieve common goals 

					A person who has the knack or the art of getting people to do the impossible

			

			Leadership ability is the most important characteristic of a coach. Leadership is not about telling people what to do; it is about inspiring people to do their best for the team.

			Is Leadership “Art” (Personality/Born) or “Science” (Knowledge/Made)?

			How Do Leaders Become Leaders?

			Being in a leadership position or being handed the title “leader” or “coach” doesn’t automatically make you a good leader. Nor is leadership managing or bossing people around. Are leaders born or made? They are both. 

			Leaders Are Born

			Certainly there are some great natural leaders who are born with a special gift, leadership qualities, or some characteristics of great leaders. And they lead with no formal training, but just use the natural qualities they were born with. We all know of people who have shown leadership quality from a very early age. This is the “art” of leadership.

			Leaders Are Made

			But generally speaking, leaders are taught or self-made, not born with the ability to lead. Even the gifted leaders or “true” leaders have to work at learning to lead. They have to train themselves to become better leaders through paying their dues by working, learning, and developing their leadership skills; this is the “science” of leadership.

			So leadership is both an “art” because one can be born with a special gift, and a “science,” as there are certain skills of leadership one needs, such as the ability to analyze, motivate, strategize, teach, team build, make decisions, game coach, and understand strategy. A coach can become a coach because of his knowledge of the game, but he has to be trained and taught successful skills to be a leader; he has to learn principles of success, which consist of teaching fundamentals, strategy, values, behaviors, and leadership skills; and he has to focus on developing players’ strength, building leaders, and making their lives better. And the better the coach’s leadership ability is, the greater his influence is on the team. If the leadership is strong, the standards or goals for the team are high. 

			Those of us who lack this “inborn natural quality” can still learn to be great leaders. We can do this by training ourselves through coaching clinics or courses, by asking questions, observing great leaders, by reading books like this one, and by learning from interaction with others who know how to lead and lead well, a mentor. To find out about motivation, coaches should always be looking for models of success, such as businesses and companies that are successful.

			Leadership Skills a Successful Motivating Coach Needs

			Winning alone cannot be the measure of a successful team. Whether a team wins or not might be beyond its control. Besides, every team will eventually meet a team that can defeat it, no matter how hard it tries or how well it plays. On the other hand, a team is bound to encounter teams it can beat without even trying very hard. So, merely winning or losing is not an accurate way to measure a team’s ability or to show the results of its hard work. 

			Successful teams will handle either of these situations, winning or losing, with humility, because winning or losing is not really what matters to them. Playing to their potential and improving is what really matters to them, and to build this type of team philosophy, you need the following solid, effective leadership skills and qualities to motivate your players. Coaches can build a safe, secure, learning environment by these leadership skills below.

			A successful motivating coach needs the following skills: 

			
					A clear coaching philosophy so players have shared values (chapter 2)

					A coaching style or combination of styles: task oriented, power oriented, player oriented, goal oriented, principle oriented (chapter 3)

					A good character and personality (chapter 3)

					Ability to make decisions and recruit the right people (chapter 4)

					Expert knowledge of the game (chapter 5) 

					Ability to help players with empowerment (chapter 7)

					Ability to motivate players (chapters 6, 8, 9, 10, 11, and 12)

					Knowledge of how to be “the right kind” of disciplinarian (chapter 13)

					Knowledge of how to organize, prepare, and plan the season and game plan (chapter 14)

					Proficiency at teaching fundamentals (chapter 15)

					Being a good “practice coach” (chapter 16)

					Ability to put together a playing system (chapter 17)

					Being a good communicator (chapter 18) 

					Ability to build relationships and self-esteem (chapters 19 and 20) 

					Knowledge of how to select and create great team leaders (chapter 21) 

					Knowledge of how to present pregame and postgame speeches (chapters 22 and 23) 

					Being a good “game coach” (chapter 24) 

					Ability to give every player a great experience in sports

			

			Wrong Reasons for Coaching

			Some coaches fail because they choose to become coaches for the wrong reasons.

			
					For power: Some people become coaches just so that they can control others and fulfill a fantasy of power. Some coaches serve themselves rather than the players by staying in the game. These selfish coaches manipulate rather than motivate; influence rather than inspire; and control rather than empower.

					For trophies: Another fantasy many would-be coaches have is that of winning the big championship, winning trophies, enjoying the adulation of fans, and being in the limelight. While this is certainly an enjoyable aspect of coaching, it can’t be the sole purpose of it. Obviously, not everyone can win every time, and most teams must go on after a big loss. Therefore, there has to be more to the desire to coach than winning or winning trophies. 

					To fulfill their own agenda: Unfortunately, some people take up coaching in hopes of getting their child on the team or getting their child more playing time. It is great that they take on the task of coaching their child’s team, but to do so in order to fulfill their own private agenda is a recipe for disaster. 

			

			Right Reasons for Coaching

			Here are valid reasons for choosing to be a coach that will lead to success:

			
					To help boys become men and girls become women 

					For the enjoyment of teaching players to play better and helping them to develop physically, mentally, emotionally, morally, and socially

					Because you love helping kids become better people; to grow, mature, and develop. You enjoy teaching young players proper behavior and values to be successful, such as discipline, hard work, conquering their fears, and establishing reachable goals. As a coach, you must become less task oriented and more human oriented.

					To help young athletes have fun 

					To be part of the game—for love of the sport

					For the challenge of taking a group of individuals and molding them into a cohesive unit 

					To pass on knowledge 

			

			As you can see from this list, there are many reasons to coach, but none of them have to do with winning prizes or controlling others.

			One other reason people become coaches is that they really do not have a choice. You may have taken on a coaching job because nobody else wanted to do it, as is often the case with children’s teams. This is both a right and a wrong reason to coach: right because the team might not go on without a coach, and the kids will miss out; wrong because having no choice in the matter may lead you to do the task halfheartedly. Obviously, this will not generate very satisfactory results. If this is your situation, I suggest you take another look at the “Right Reasons for Coaching” list. You should be able to find at least one reason to make your coaching experience worthwhile and thereby generate some enthusiasm for your task. Nothing kills a team’s spirit faster than an apathetic coach. Whatever the circumstances of your appointment as a coach, you must keep in mind that successful coaches set aside their own wants and focus on meeting their teams’ needs. 

			What Motivates Successful Coaches?

			Coaches motivated solely by the desire to win and to gratify their own ego will never be truly satisfied, even if they do get to hold a trophy in their hands. Nor will those who take up coaching to satisfy a need to have power over others. Successful coaches usually have a number of different motivators:

			
					A love of coaching

					A sheer love of the game

					Pursuit of excellence

					The fear of failure or losing—ironically, one of the secret ingredients of success. The fear of losing sometimes drives coaches more than their desire to win. 

					A love of competition

					The challenge of taking a team from mediocrity to greatness. Nothing energizes a coach more than this.

					The great highs and the “rush” of winning

			

			The greatest experience in a coach’s life is when he feels fulfilled and satisfied within because he knows he did his best.

			The Realities of Coaching

			When you become a coach, you have to be prepared to rid yourself of some of your preconceived ideas about coaching. Many people become coaches assuming that all players will be skilled; that all
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