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Winners are made - not 
born 

by Frank Dick 

I Introduction 

You and I are in the performance business. 
Our aim is to produce top performance in 
ourselves and in those we manage or coach. 
As Director of Coaching. 1 must look to 
achieving immcdiaie results (short-term 
goals) whilst crealing a basis for achieving 
even greater results in the future (long-term 
goals). What I would like to do is to lake you 
on a brief lour in which we examine some of 
the more important points of our work as I see 
it. in the hope that some ol my practices or 
thoughts may be of use to you as you seek to 
achieve your own goals in coaching. 

Frank Dick Is lhc Director of Coaching for thc 
British Athletic Tederaiion and President ofthe 
European Coaches Association. This lecture 
wa.^ given at the Briiish National Coaching 
Conference in I9H^. 

2 Support services 

Shori-ierm goals are mei hy providing 
elite performers with elite qualiiv support. 
This, of course, is not a one-off situation, but 
one which is applied regularly to service new 
generations of elite performers. It requires 
those who are responsible for performance 
and development lo refer forward constantly 
lo standards which will be required 4-6 years 
hence. In this «ay. you establish performance 
objectives in the fulure - so that you can plan 
a development bridge from the presenl to thai 
4-6 vear distant goal. 

By definition the support service we pro
vide is custom built for the needs of each top 
athlele. But where do elite performers come 
from? On ihe one hand thev arrive through 
ihe early filter of talent selection: on the 
other, they are the product of the National 
Performance Plan, which is designed to meet 
long-term goals. Taleni selection in the majority 13 



of sports is the focus of ihe "junior vears". 
along with general conditioning and the learn
ing of sound basic lechnique. In athlelics, life 
is reasonably simple, because at the conclu
sion of Ihe athlete's junior years there is a 
clear picture of performance from results in 
National Junior and International Junior 
Championsliips. 

All top achievers in junior level competi
tion can be located on a graph of positive 
motivation and lalent (see Figure 1). Each 
athlete has a unique profile of motivation and 
taleni which is indicated hy the sides of the 
graph. Because the athlete's preparation 
programme has not yet progressed to the 
highest levels of specific training. I believe 
that the high fliers at this stage in the athlete's 
career are there mainly on the basis of taleni. 
Consequently the "Is" are high on the taleni 
graph. 

The Ath lete 

T 
a 
1 
e 
n 
t 

1 
1 

1 
2 
2 2 

3 
3 

4 

Motivation 

Figure 1: The numbers represent athletes' placings 
in junior competitions - first, second, third and 
fourth 

But there is more lo this story. Tn the opinion 
of Miroslav Vanek. former President of the 
International Federation of Sports Psycholog
ists, the "high fliers" have different motivation 
profiles from those who are not quite making 
ii as Juniors. The former - always winning -
have not had to develop a resilience to defeat. 
Their motivation is part of the "success breeds 
success' situation. TTie latter - whilst winning 
more than they lose - have learned in the 
process that there is need to be resilient. 

When Ihese two groups of alhletes reach 
the senior ranks, which one is better equipped 
for the bruisings of the toughest level of 

14 competiiion? Of course, il is the "resilient" 

group. The moral of this story is that high 
fliers, once spotted, must be given the oppor
tunity to learn from the occasional defeat. It is 
a good coach who ensures that there is ample 
opportunity for athletes to experience victory 
and defeat, and that thc athlete learns from 
the experiences of both. Why you have been 
successful is no less important than why you 
have not achieved the result you wanted. 

Before leaving talent selection. I would 
like to express a strongly held personal view 
that it is pointless to select 'talent' for a sport 
unless the talent has first selected the sport. 
The athlele must first want to be in alhlctics 
and have a personal desire to make his state
ment Ihrough athletics. He can be the most 
talented high jumper in the world, but you can 
forget his fulure in alhlelics if his first love is 
baskeiball! Of course, you can tr> and do a 
good selling job. but he musl want to do the 
High Jump, 

Once the talented or elite performer is 
identified, he must have immediate access to 
the level of support he needs if he is to 
produce top performance. It is an odd fact of 
life that we tend to focus far more attention on 
helping the less able than on the very able. It 
is as if we believe that top performers do not 
need support. The truth is that all levels of 
performer require a support service appropriate 
to their needs. Thai service is direcled at more 
effective management of lifestyle, perform
ance and health. 

3 National Performance Plan 

The support service programme which I have 
been discussing applies curreni thinking of 
development theorv' and practice to the young 
athlete with short-term goals in mind. Long-
term goals are met through the National Per
formance Plan, which is designed to cover the 
four years of an Olympiad. It reflecis what to 
expect of coaches who will enjoy the honour 
and responsibility of preparing our alhletes 
for a great future. One or two aspects of such 
a plan may be of interest to you: 
• First, as I have already mentioned, quality 

coaching must be available to athleles 



whether they are beginner, developmental 
or elite. 
Second, there are three possible systems of 
providing an athlete with the coaching 
service he needs. These are: 
- Transfer - where the athlele moves from 

one coach to anoiher as he progresses, 
like a child passing ihrough school. 

- Escort - where the alhlete remains with 
the same coach throughoul his career. 

- Partnership - where the athlete has more 
than one coach helping him. 

Third, the coach must operate on the basis 
of anticipating rather than having to react. 
Being able to respond well to a crisis is, of 
course, essential - but this does not mean 
that life is one continual round of manag
ing crises! Planning should be the byword 
of good coaching so that there is a very 
sound basis for correct value judgements. 
Planning should start with Olympiad and 
annual plans where performance objec
tives in key major championships are 
agreed. It then moves to shorter periods 
from eight weeks ihrough to day plans and 
even individual exercise prescriptions, 
Fourlh, in a world where resources are 
seen in a global rather than a local context, 
coaches musi accept that knowing where 
to find an answer is more imporlant than 
having the answer instantly available. No 
coach should make an athlete victim of his 
own limitations. 

Fifth, the coach must establish a high level 
of skill in the 'people business". People, 
not techniques, get results. So the coach 
must focus his attention firmly on how to 
get people (the athletes) to perform, at a 
level where they will get results. It is this. 
more than anything else, which allows the 
coach lo draw effectively on theory, prac
tice and experience to express his coaching 
art. 
Sixth, the coach is confronted every day 
with an athlete who displays both strengths 
and weaknesses. 1 believe that when 
coaching you must always work first on 
strengths and then on weaknesses. This 
ensures that the athlete starts from a poinl 
of belief in himself. 

4 Leadership for winners 

Ever\' athletes aim is to make a total statement 
about himself. The coach must bear this in mind 
at all times and understand that it means his job 
is to provide leadership which will help progress 
the athlete towards making ihat statement him
self. Thc coaching/leadership process I am 
thinking of is described in a book entitled 
•Leadership and the One Minute Manager", It 
involves four stages which arc summarized 
below. Like the coaching process, the iraining 
process also progresses in four slages: 

1. Training to train 
2. Training to compete 
3. Competing to train 
4. Competing to win 

For the alhlete. achieving top training status 
as a basis for performance requires condition
ing, technique, tactics - and a winning 
attitude. 

I would like to stay vvith this last point for 
a few moments. A 'winning attitude" is some
thing you could write a hook ahouti To start 
with, you know a winner when you meet one -
because you see one in the mirror every 
morning! Now. let me pass on to you some 
threads which I like to weave into the fabric of 
a winner: 
• Do the simple things well rather than to try 

the complicated things on the off-chance 
that they might work. 

• Do what you are besi at - playing the game 
to win. Gamesmanship, professional fouls 
and so on are never what vou are best at. 
and take menial and physical energy away 
from your own game. 

• On this lack, have respecl for your oppo
nent, if he is not worth respect he is not 
worth beating! Your opponent is there to 
beat you: he is not there to let you win. 

• Have respect also for those you meet on 
your way up - they should not remember 
you badly later when you may need them. 

• Winners a/vi'öys; 
- want to win: 
- believe they can win; 
- persist until they do win. 15 



• Winners never: 
- see the show as over until thc fat lady 

leaves the stage: 
- let the opposition know he has beaten 

you, irrespective of what the scorelinc 
says: 

- forget why Ihey are in the arena - to win. 
• Winners take the risk of winnini;. 

5 Monitoring Progress 

Monitoring progress is as important to the 
system or programme as ii is to the athlele. 
Sound interpreiaiion of results on the one 
hand affords information on the alhlete's sta
tus, and on thc other lets us know how effec-
li\c the training process is. In athletics, many 
of the monitoring meihods are well rooted in 
science. There are. however, several occa
sions where appraisal is based on vour perso
nal value judgement. 

The monitoring programme must focus 
on: 
• Results and performance 
• Medical status 
• Potential 
• Progress 
• Desire and ability to commit to pursuit of 

achievement 
• Personal managemeni of: 

- lifestyle 
- performance 
- health 

The elemenls of a monitoring programme 
for each athlete should include: 
• Throughoul the year: 

- training controls to assess status of 
strength, technique, endurance, competi
tive attitude, etc, 

• End of season: 
- medical examination to assess wear and 

tear 
- assessment of need for regeneration and 

compensatory work 
The coach's vear should also embrace a 
monitoring programme. Its elements should 
include: 

• Throughoul the vear: 
- evaluation of thc present phase of ihe 

programme 
- setting phase objectives for the next year 
- plannning next phase detail 

• End of season: 
- reviewof year plan 
- review of relevant material for planning 
- setting ncw annual objectives 
- planning outline programme for thc year 
- planning detail of the first training phase 

Monitoring must be viewed as a process of 
constant positive and constructive appraisal. 
This will ensure early acceptance of the pro
cess as someihing of value to everyone, that 
system and athlete leam from each other. 
Because the only constant is our world today 
is change, it is essential that there be continual 
pursuit of new resources it» make the monilor
ing process more effective and to ensure that 
the correct action follows interpretation of the 
evaluation procedures used in monitoring. 

Much ofthe evaluaiitin process must come 
down to your own personal judgement and. of 
course, this must have clear reference points 
based on experience! You must aim to be as 
objective as possible, and to be sure that 
personal feelings are left out of things. You 
cannot criticize someone's capacily simply 
because you do not like him. 

Still on subjectivity, the person vou evalu
ate is an individual and is therforc unique. 
Consequently, you should try not lo ster
eotype him. You also, of course, are an 
individual, and many of the bases for evalua
tion are unique to yon. Your standards arc 
high, or you would not be as successful as you 
arc. But please he careful that whal you are 
looking for in the person you are evaluating is 
nol another image of you or. whal vou feel 
comforiable with. If it is a comfonable life 
you want, don't get involved in coaching or 
managing top achievers. Every one of them 
has a rough edge - and rough edges hurt! 
Your job is to get the best out of that person; 
to get that person to make his total statement, 
1 think it is useful here to keep in mind the 
words of Haldane: "If you want to get the best 
out of a man. you must first look for the best 
that is in him." There is anoiher adage which 



may also be of use here: 'People who feel 
good about themselves perform better.' So. 
my message is look for the best as a basis of 
making your staff and athletes feel good aboul 
themselves. 

Bul what if things go wrong',' Well, it's 
your responsibility to deal with it. and if you 
have worked on the positive performance 
side, this sort of situation will happen very 
rarely. More imporlant. if ihc basis of your 
relationship is strongly positive, it makes Ihe 
business of giving "negative strokes" far less 
unpleasant and should elicit a very positive 
response. 

If you do find yourself in such a situation 
vou musl firsi ask yourself whether it is you tir 
the athlete who has failed. Make sure the 
answer is honest. Always be prepared to 
accept that some of the solulion lies wiih you, 
because winners do nol ever walk awa\ frtmi 
responsibility. They own prtiblems and are 
not the sort of people who say it is nol my 
tiepartnienl. , . ' One of the greatest lines I 
ever read in this respect is: "I consider a bad 
bottle of Heineken an insult to mc' (Freddy 
Hcincken), 

When you do have to be negative, there 
are a few simple rules that have been listed by 
Time Managemeni International which I feel 
are useful: 

Never criticize a loser 
Never criticize in the presence of others 
Do not delay 
Be specific; never generalize 
Explain the consequences of wrong 
behavitiur 
Don't bring up "old' mistakes again 
Go ft)r the ball, not the player 
Only use first-hand knowledge 
Agree how to avoid repetitions 
When il's over, never bring it up again 

6 Conclusion 

I hope that this gentle jog through my 
world will provide stimulus to further thought 
for yours. Your mtiuniains are formidable 
challenges. When setting oul you might well 
reflect tm the words of Italy's former Director 
of Coaching. Machiavelli: 

"There is nothing more difficult to take in 
hand, more perilous to conduct or more 
uncertain in its success, than to take the lead 
in the inlroduction of a new order of things, 
because the innovatt)r has for enemies all 
those who have done well under the old 
conditions, and lukewarm defenders in those 
who may do well under the new,' 

Good luck - an d take the risk t)f winning! 
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