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We ARE INCOURAGE
We are a leadership team of experienced high school 
athletic directors, coaches, educators, and sports
psychologists working under the creative direction of 
an award-winning sports and business media leader. 

We offer strategies to build a better culture in youth sports 
and keep kids from dropping out of organized athletics.

We create engaging videos, programs and playbooks to 
help young athletes and adults improve the culture of youth 
sports 

We do this to keep young athletes in the game. Too often 
they lose the love of the game because of overwhelming 
negative forces. Bullying, parental pressures, negative 
coaching techniques - they all take the fun out of the sport.

With this Playbook you’ll learn how to train your coaches to 
be goal and success based educators.
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Character 
That Lasts 
A Lifetime

Coaches and Athletic
 Directors as Goal and 

Success Based
Educators
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Short-Term Targets
and Long-term goals
Review and Video Supplement
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Watch the Video

https://www.incourage.com/video/short-term-targets-and-long-term-goals/


Setting short-term 
targets for your team 
and for each player 

creates structure 
and momentum for 

achieving long-term 
goals.



Part 1: Becoming a 
Great Coach and 
Teacher
Great coaches are almost always great teachers.

You aren’t just forging character from competition: the 
values your athletes learn under your watch will remain 
with them for a lifetime.

6

Watch the Video

https://www.incourage.com/video/short-term-targets-and-long-term-goals/


effective coaching
techniques
Mentor
Guide young athletes on how they can transfer skills to 
other aspects of their lives beyond sports.

Demonstrate
Show what you want them to know. Some of the best 
aspects of learning come from visual presentations. 

Teach
Explain how to practice, manage their time, work with their 
teammates, and handle adversity.

One-on-One
Undivided attention allows for a transfer of knowledge with 
a personal touch.

Lead By Example
Actions speak louder than words. 

Motivate
Inspire and challenge students daily. Show them what 
success looks like and how to go after it.
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helping players learn
Establish clear and measurable learning objectives that 
promote a fertile environment for growth. You can achieve this 
through a wide variety of strategies, techniques, and tools 
that establish a positive exchange of knowledge between 
player and coach.

Connect the dots
Drills connect to the scrimmage, which connects to the 
game.

Ask don’t tell
Welcome players to think for themselves, and then help 
them learn from the outcome.

Understand child development
Getting the message and culture right on the team is 
essential to a successful season.
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Learning Curves and 
Styles
Learning curves are different for all children. 

You can’t treat all of your athletes the same, but they must 
be treated fairly at all times. Some athletes might need 
more attention than others. Sometimes, you might use 
different techniques and strategies for each athlete. 
Everyone responds differently to motivation techniques 
and a coach needs to find the right balance for every
athlete.   
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How Kids Learn: 
Information Processing
Besides patience, coaches need to closely understand their 
players and how certain matters could affect how they process 
information. 

Visual
Many young athletes are visual learners and rely on detailed 
instructions that are repeated when accomplishing tasks. 
Technology can be an asset.
  

Psychological and neurological disorders
ADHD, dyslexia, anxiety, these issues and more affect how 
athletes learn and retain information. 

Struggle with transition
It might be difficult to get everyone back on track when there 
are extended periods of idle time at practice. 

Tip:  Sometimes, it also helps if a practice schedule is clearly 
mapped out ahead of time and posted in the locker room for 
everyone to see. This might eliminate some anxiety, as well as 
allow athletes to properly prepare for practice. 
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Coach, Teacher, 
Psychologist
Sometimes, a coach needs to be a psychologist so that they 
can truly understand how to manage all of the different 
personalities and learning styles of their athletes. 

Coaches need to be positive, enthusiastic, and constantly 
provide teachable moments which tie directly back to
overall learning outcomes.    
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Part 2: Organizing to 
Improve Player And 
Team Performance

Setting individual, short-term 
targets focuses players on 
challenging themselves.

By competing with themselves 
rather than their teammates, 
players are less likely to do 
things that undermine the
success of their team.
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Watch the Video

https://www.incourage.com/video/short-term-targets-and-long-term-goals/
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Short-Term Targets
Setting short-term targets for your team and players 
creates structure and momentum for achieving long term 
goals. 

Whether it’s for individual players or for the team, short-
term targets should be drawn from three categories:

1. Physical training and conditioning 
2. Tactics and strategy 
3. Attitude and mind



Long-Term Goals
These short-term targets are the 
small steps your players will take 
to accomplish their long-term 
goals.

Working on short-term targets 
will help move you toward your 
long-term goals.

Learning to set long-term goals 
is the best tool to help you get 
where you want to go — both in 
your game and in your life. 
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Smart Goal Model
Specific not vague

MEasurable use numbers to see achievement

Attainable to reach the goal make sure the 
target can be broken down into steps

Realistic yet challenging for you or your team

Timed with a clear duration and deadline
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SMART Goal Example
Writing a smart goal : 
examples
•  Make more than 90% of every 
    10 free throws taken at every
    practice.

•  Lower my time for running  800    
    meters by 16 seconds by the
    end of the track season, by 
    lowering my time 2 seconds  
    every two weeks for the next      
    eight weeks.



SMART Goal Worksheet
Name: 

Date: 

Write down one SMART goal for this season: 

Explain how this goal fulfills the SMART model:

Specific : 

Measurable : 

Attainable : 

Realistic : 

Timed : 
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Part 3: Benefits of 
Planning for a 
Successful Season
Build long-term success by answering these questions:

•  What do you want your team to achieve by mid-season?

•  What do you want them to achieve by the end of the season?

Watch the Video

https://www.incourage.com/video/short-term-targets-and-long-term-goals/
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Goal Planning for Your 
Season
Your step-by-step guide to setting your goals for the 
season:

Break your season down into two halves
Determine what you want your team to achieve by
mid-season. Then determine what you want to achieve by     
the end of the season.

Consider dividing each half of the season into 
four blocks 
Set targets for each block. This will make each set of 
targets seem more attainable. The individual blocks will
become the foundation for the next block until your 
season’s long term goals are within reach.
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Benefits of 
Short-Term Targets, 
Long-Term Goals
By using these targets and goals, you will help youth 
athletes:

•  Cultivate their attitudes

•  Feel respect for each other

•  Benefit from the season emotionally

•  Develop the mindset of a fine competitor
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How to use Short-Term 
Targets, Long-Term Goals
with your team

•  Show the video at a meeting or share via text, email or 
    social media. Get the video here. 

•   Introduce Specific, Measurable, Attainable, Realistic, and  
    Timed strategies in setting short and long-term goals.

•  Have each team member fill out the SMART Goal 
    Worksheet.

•  Review each athlete’s goal for SMART criteria.

•  Establish targets by dividing the athletic season into     
    blocks.

•  Block out your targets using the Planning for Your Season 
    approach.

•  Utilize multiple teaching techniques to address different 
    learning styles.

•  Evaluate learning and skill development through attention 
    to detail.

•  Remember, a great coach is foremost a great teacher.

https://www.incourage.com/video/long-term-targets-and-short-term-goals/


Creating a success
mindset

Review and Video Supplement

Watch the Video
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https://www.incourage.com/video/creating-a-success-mindset-for-coaches/
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Live by a Success
Mindset 
Players with great attitude and strong work ethic make for 
a much better chance for a successful season. 

A success mindset empowers your athletes to love their 
sport and their progress. 

By coaching with a success mindset, you can develop more 
of these valuable players. 
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Part 1: Develop a Work 
Ethic, Commitment, and 
Trust
Motivate your team so that
everyone looks forward to 
practices and games. 

Assess and set clear short-term 
targets and long-term goals for 
each player, and for the team as 
a whole. 

Good coaches make sure that 
everyone learns to work hard to 
develop a success mindset - not 
just early maturing kids with 
natural talent. 

Watch the Video

https://www.incourage.com/video/creating-a-success-mindset-for-coaches/
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The future of any society depends upon 

the character and competence of its 

young...Young people need guidance to 

provide them with direction and a sense 

of PUrpose. They need to experience 
activities that are challenging, 
inspiring, and educative.

“

William Damon
Stanford Center on Adolescence

“
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Coach Self-Assessment
1.  What motivates you to be a coach?

2.  Who encouaged you?

3.  What did they do?

4.  Which coach influenced you the most? 

5.  What was it about them that impressed you?

6.  How is your style similar to that coach? 

7.  How is your style different than that coach? 

8.  How do you want the players on your teams to remember you? 
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10 Do’s for Coaches
1.  Mention good play without over-praising. 

2.  Pick out a specific target behavior and give direct  
 instructions, such as “run left.”

3.  Set short-term targets and long-term goals.

4.  Understand that players grow and change – you can 
make the difference, positively or negatively, in how they 
develop. 

5.  Build trust. 

6.  Have a plan for the team, for each player, for the 
support staff — think ahead. 

7.  Acknowledge good teamwork and good sportsmanship. 

8.  Build team spirit – create buddy programs (strong players 
teamed with weaker players), little treats, team chants, etc. 

9.  Leverage parents’ passion effectively for your team goals. 

10.  Integrate new players and their parents.
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10 Don’ts for Coaches
1.  Don’t criticize character – don’t use words like lazy, stupid, 
idiot, blind, deaf, etc. 

2.  Don’t cut down one player to build up another – this builds 
distrust.

3.  Don’t build excessive fear in your players - you want respect, 
not fear.

4.  Don’t have favorites – look for and build strengths in all 
your players.

5.  Don’t build doubt without a plan to build competence and 
skill. 

6.  Don’t just let the coaching plan be whatever comes to 
mind— plan ahead and plan carefully.

7.  Don’t assume that skills are easy to learn - everyone learns 
at their own pace.

8.  Don’t tell your troubles to your players or their parents 
unless you expect them to take some specific action. If you are 
unhappy about a specific situation, deal with the appropriate 
hierarchy.

9.  Don’t squander respect – it’s almost impossible to retrieve.

10.  Don’t allow a culture of disrespect to flourish. 
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repetitive Disrespect 
leads to:

Anger, desire to 
retaliate and desire 
to withdraw

Inappropriate behavior,
distraction and self-doubt

Less coachable and poor 
performance

Player, coach and team 
dissatisfaction

Psychological disorder, poor team 
performance and contract issue



Part 2: Setting and 
Managing Expectations
Set expectations at the beginning of the season. 

Write, distribute and enforce team rules, including logistics 
and acceptable behavior for players and parents. 

Make exceptions at your own risk! 
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Watch the Video

https://www.incourage.com/video/creating-a-success-mindset-for-coaches/
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Partnering with 
Parents/Guardians
•  Invite parents to be active participants in the culture you      
    want to build. 

•  Go the extra mile to establish communication guidelines. 

    • Integrating information on temperament style, 
               physical growth, cognitive development helps with 
               commitment, confidence, and competitiveness.

 • Well trained coaches make a huge difference for     
               players  and parents.

 • When adults work as a team with youth, society 
               wins.

•  Give them direct actions they can take to reinforce 
    your expectations.



Expectation Examples
1.  Support your child’s efforts. Their success depends on it.

2.  Work together with coaches to create and reinforce a 
positive and mutually supportive environment.

3. Treat all coaching staff with kindness, courtesy and respect. 
Follow the established parent/coach communication plan when 
issues arise.

4.  Get your child to practices and games prepared and on time. 
Notify the coach in advance of any scheduling conflicts.

5.  Model sportsmanlike behavior, including not talking negatively 
about other players, whether you are on the sidelines or at home.
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Meet The Parents: 
Pre-Season Meeting Agenda
Welcome and introductions
Share your enthusiasm for the season ahead.
  
Coaching Philosophy and Team Values
Ask for parents’ support in building a culture that reinforces 
these principles.

Goals and Hopes for the Season 
Ask for parents’ support in building a culture that honors these 
values.

Logistics - Handouts and Handbooks
•  Practice and game schedules
•  Team phone and email list 
•  Understanding equipment needs
•  Policy on playing time and missing practice 
•  When and how they can contact you (at work during the day,     
    only in the evening; cell phone, email, etc.)
•  Chain of communication - who to contact for conflict
    resolution

Ask for Volunteers 
Ask for support and you’ll have engaged parents.
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Part 3: Communication 
And Motivating Your 
Athletes
Keep practices moving, challenging, 
and fun. 

Learn to love mistakes: they show 
and tell you what your players need 
to achieve and succeed.

Give players positive verbal incentives 
to work on team and individual goals 
but avoid general praise.

Push and enthusiastically support 
and point to specific successes.

Watch the Video

https://www.incourage.com/video/creating-a-success-mindset-for-coaches/
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10 Truths About Teams
1.  Change is constant — you must be flexible and anticipate 
your competition. The very best performers tend to be 
change-friendly. 

2.  Conflicts are inevitable and healthy; resolve them in a 
win/win fashion. 

3.  Effective/clear communication is vital. 

4.  Acknowledgment instead of criticism builds teams. 

5.  Focus on goals rather than problems. 

6.  Teams that thrive have a clear vision and mission. 

7.  Good goals are specific, measurable, and challenging. 

8.  Skills-based practices with positive reinforcement builds 
teams. 

9.  Poorly structured practices with shame and humiliation 
destroys them. 

10.  Effective meetings enable teams to reach their goals.



Part 4: Language of a 
Success Mindset
How you talk with a success mindset:

•  Be direct. Short and sweet – “Do this, 
   not that”. Present information through
   instruction, appropriate expectations, 
   and kindness.

•  Eliminate blaming words—lazy, stupid, 
   idiot, useless, etc. Kids use these words 
   to torment themselves and never 
   forget them.

•  Notice increments of success—“that  
   pass was quick and right on target”. 
   Base your comments on stated short-
   term targets and long-term goals. Kids 
   then will learn to rate their own growth.   
   And work harder.

Watch the Video

https://www.incourage.com/video/creating-a-success-mindset-for-coaches/


Coaching Techniques 
coaching technique 1
•  Effective praise… and the kind that works against you 

•  Feedback sandwich… direction as the burger 

•  Everything matters… set the big goal then back it down to 
    the hourly,  daily, weekly goal where every practice meets   
    some goals

•  Assess progress and development regularly, especially 
    after competitions 
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Coaching Technique 2
•  Teach body/mind techniques. Sports breath / squeeze
    breathe. 

•  Rehearse competition and steps to manage excitement  
    and fear. 

•  Rehearse again.

• Take time to laugh and relax with your athletes. 



How to use Creating A 
Success Mindset with 
your team

•  Show the video at a meeting or share via text, email or 
    social media. Get the video here. 

•  Develop strategies that encourage work ethic, commitment, 
    and trust.

•  Establish and manage reasonable expectations.

•  Implement effective communication and motivational 
    techniques.

•  Fill out the Coach Self-Assessment and evaluate how your    
    answers align with your goals.

•  Follow the Dos and Don’ts for Coaches.

•  Establish and enforce clear communication guidelines 
    with athletes and parents.

•  Avoid general praise but give positive verbal incentives.  
    Use language that is direct and supports increments of   
    success without using blaming words. 
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https://www.incourage.com/video/creating-a-success-mindset-for-coaches/
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Your Game Play for 
Character Development
Changing your culture is often hard, but it 
doesn’t have to be. Changing how we teach 
and talk to athletes and parents are small 
ways that we can make each team and 
season more successful for everyone.

in summary:
•  A coach’s impact is felt well beyond  
   game play and can shape children’s 
   characters and futures.

•  That’s why it’s crucial that coaches use 
    their influence to foster a positive   
    learning experience,on and off the field.

•  Utilize resources, like inCourage videos 
    and playbooks, to develop a program   
    that fosters good character and 
    positive habits in youth athletes.
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Become an inCourage 
Champion
Make your program an inCourage program

Get a one-on-one coaching session with a nationally
recognized and award winning Athletic Director.

In your 30 min session you’ll get:

•  Personal feedback on your programs goals and challenges

•  Tips on changing the sports culture in your school

•  Guidance on how to empower your coaches to succeed    
    this year

Request a Call

info@incourage.com
mailto:info@incourage.com?subject=custom subject
mailto:info@incourage.com?subject=Request a Call
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