
Formalizing what works 
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 Think of the best coach or coaches you know 
◦ Do you think they were great when they started? 
◦ How did they become the best? 
◦ Even at their best, are/were they great at 

everything? 
◦ Do they influence you today?   
◦ Could this impact be greater if you were able to 

work with them on a regular basis? 
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 Share with a neighbor who your professional 
and/or personal mentor is 
◦ Why are they your mentor 
◦ What do they do for you 
◦ Do they meet all your needs 
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 We are educationally-based athletics 
 We expect our kids to keep getting better 
◦ Can’t start as the best in every aspect 

 Generational changes: not as many teacher-
coaches so there is less formal training 
related to educationally-based athletics 

 Shortage of quality coaches so we are hiring 
head coaches that have not much experience 

 Participation trends are increasing as are new 
sports so there is a greater need to recruit 
and to retain 
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 Each district has different expectations so 
veteran coaches new to a district can also 
benefit. 

 VPS specifically:  Reactionary to start 
◦ Coaching violations  
◦ difficult to recruit coaches to programs 
◦ young coaches “burning out” 
◦ keep quality coaches connected to our programs 
◦ core covenants commit to professionally prepared 

coaches and continual learning 
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 Mentee:  increased confidence, constructive 
feedback, translated theory into practice, 
networking and increased access to training 

 Mentor:  Renewed enthusiasm, opportunity to 
share knowledge, recognition of expertise and a 
learning experience 

 District/School:  Direct training for new coaches, 
increase potential coaching candidates, reduce 
legal liability, retain new coaches, tap into 
expertise of veteran coaches and keep them 
connected to program, spurs next steps 
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 Highly structured, formal, short term: Set-up 
with formal agreements, scheduled meetings and 
observations, specific goals, one season and 
assessed 

 Highly structured, formal, long term: Set-up with 
formal agreements, scheduled meetings and 
observations, specific goals, on-going and on-
going assessments 

 Informal, short term: Spontaneous conversation 
to as/needed help/counseling 

 Informal, long term: Being available for as long 
as both are benefiting usually from formal 
program 
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 Focus on needs of mentee 
◦ X’s& O’s, Culture, To-do’s 

 Degree of formality established 
◦ Each mentee has different needs 

 Training provided to mentors 
◦ Critical 

 Multiple mentors 
◦ Need depth to meet all needs 
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 Match of mentor with mentee 
◦ Be creative and intentional 

 Initial introduction to mentee 
◦ Egos can be hurt 

 Support from district and building 
◦ Must be all in 

 Understanding of nurturing vs cloning 
◦ Mentors must understand 
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 Hired several young and/or inexperienced 
coaches 

 Had two struggling football programs with 
high coaching turnover 

 Piloted with 2 volleyball coaches and 2 
football coaches with mixed results 

 Approached two mentor candidates for pilot 
◦ Initially said no for a variety of reasons 
◦ Said yes once heard vision and plan to prepare 

mentors 
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 Never start early enough 
 Worked with 2 young coaches with very different 

previous experiences 
◦ Had to customize approach to each mentee 

 Started with same basic questions 
◦ Contact AD and confirm game schedule 
◦ Verify coaching staff is in place 
◦ Verify necessary info is out to athletes and what 

communication systems were in place 
◦ Verify tryout plan: times, eval tools, cuts, clearance 
◦ Verify first week of practice plans and archiving plans 
◦ Verify required paperwork 
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 Identify coaches’ mindset: 
◦ Why do you coach 
◦ What intrigues/interests you about head coaching 
◦ What do you see as biggest obstacles 
◦ What are your strengths 
◦ What do you need 
◦ What is your coaching philosophy 
◦ How will you build and sustain a program 
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◦ What essential skills will every player learn 
◦ What goals do you have for the program 
◦ What goals do you have for yourself 
◦ Tryout plan including schedule, evals, cuts 
◦ How do you measure success 
◦ What role do your assts play 
◦ What role do your seniors play 

 
◦ Most young coaches are in survivor mode. 
 Help get past this and into program building 
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 3 hours 
 3-4 weeks before season 
 Both coaches unprepared for season in many 

areas 
 Follow-up meeting each week to report on 

specific tasks 
 Identify needs for each coach 
◦ Different so they met apart 
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 Attended tryouts and early practices 
 Eventually weekly contact to allow growth and 

lessen dependence 
 Communicate goals and reminders via email 
 Attended one practice a week and met before 

or after practice 
 Attended matches as possible 
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 2 part questionnaire 
◦ Part 1: Reflection 
 What were biggest obstacles 
 What were strengths during season 
 What areas need strengthening 
 Did your philosophy evolve over the season 
 Did your philosophy of building a program change 
 What role did your assts play 
 What would you do the same next year 
 What would you change next year 
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 Part 2: Planning 
◦ What goals do you have for yourself and your 

program 
 In the off-season 
 Summer 
 Next year 
 5 years 
◦ Evaluate your personnel at this time 
 List strengths and weaknesses for each player 
 Who will be your potential varsity players next year 
 Who is on the bubble 
 How can you push them off the bubble 
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 Met a few weeks after the season to review 
answers to questions, formulate plans and to 
celebrate successes 

 Discussed continuing relationship 
◦ Decided to continue in off-season with monthly 

contact 
◦ Decided to meet in January for conversations 

regarding part 2 
◦ Decided to continue mentoring into next season 
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 Mentor doesn’t need to know it all.  Needs to 
help find answers 

 Introduction of the mentee to the program is 
key 

 Mentors must be able to “let go” if it is their 
old program 

 Mentors can’t become crutches for the coach 
 Early communication is important 
 Can be tough to navigate the line between 

the AD and mentor 
 How the relationship is closed is critical 
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 Using the Mentor Agreement helps get 
everyone on the same page and addresses 
the end of the relationship 

 The handbook will never be complete 
 Mentoring will save the coach and AD’s time 

and headaches 
 The Mentor Program is critical to providing 

quality athletic experiences for athletes, 
parents and coaches 
 

WWW.ProactiveCoaching.info 20 



 Not a script but a resource manual 
 Start by explaining why we wanted to build 

the program 
 Next we define the program and the selection 

process 
 A timeline for introducing program, meeting, 

and critical areas to be covered is necessary 
 Defined difference between the mentor and 

the AD; stress mentor is not evaluating 

WWW.ProactiveCoaching.info 21 



 Provide info to prepare for meetings and 
defining possibilities of the program 

 Self-evaluations and program evaluations for 
mentee and mentor 

 End of season meetings with District AD and 
Athletic Supervisor to discuss effectiveness 
and proposed changes 
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 Programs starting to win contests 
 More transformational coaches rather than 

transactional 
◦ Survey results 

Participation numbers growing 
Less coaching turnover 
Less self-reports 
Veteran coaches returning to coach 

WWW.ProactiveCoaching.info 23 



 
 Mick Hoffman, mick@proactivecoaching.info 

360-313-8236 
 www.proactivecoaching.info 
 www.facebook.com/proactivecoach/ 
 Proactive Coaching  360-387-5998 
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