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Leaders shouldn’t be trusted. 

 

Have you ever stopped to think about how the idea that leaders shouldn’t be trusted 

might be the conclusion young people are making as they navigate our current political 

and social climate? Every day our young people are bombarded with stories about how 

teachers, coaches, police officers, pastors or priests, political figures, etc. have betrayed 

their followers. Can you blame your players for their lack of trust in you if you haven’t 

intentionally earned it? 

 

Therefore, the first thing you have to do as your program’s Culture Coordinator is build 

trust. Trust must be built with all of your program’s stakeholders. Your stakeholders 

include, but are not limited to: 

 

● Your players 

● Your players’ parents 

● Your schools administration 

● Your fan base--students, teachers, school staff, your players’ extended families 

● Future players 

 

True trust is built up over time, but there is one thing you can do immediately to build 

trust: clearly communicate what type of culture you desire to build. When you teach your 

stakeholders that you desire to build a program that transforms the motives of your 

players you are laying the foundation for true trust because your stakeholders will know 

that it’s about them and not about you. 

 

So, the question you must ask yourself is, ”What type of culture am I building?” Do you 

focus on modifying behavior or transforming motivation? Are you hands off, allowing 

your players to lead the way? Or are you intentionally and systematically installing YOUR 

culture? 



 

Ultimately, there are four types of cultures. Each type stronger and more effective than 

the preceding type. The fourth type of culture, Audience Independent, is purpose 

focused, player centric, and worthy of being trusted. 

 

Laissez Faire 
● Coach does not intentional build or direct the culture 

● The culture is completely dependent upon the players and changes from year to 

year. 

● Coach is always waiting for the magical group of seniors that will win a 

championship. 

 

Behavior Modification 
● Coach is intentional about building a culture. 

● The culture is focused primarily on how players behave and not on how players 

think or interpret the events of a season 

● Expectations are set and are enforced primarily through a well defined set of 

rewards and punishments 

 

Audience Dependent 
● Coach is intentional about building a culture. 

● The culture is focused on teaching players to be motivated by fear, shame, and 

pride. 



● The coach may use fear, shame, and pride negatively or positively, but the players 

are dependent upon an audience or the anticipation of an audience to be 

motivated. 

● The fun and excitement of playing in “big games” and winning 

trophies/championships that will be remembered is the primary focus of 

motivation. 

● Player leadership is weak and the team is primarily led by the coaching staff 

because the coaching staff is the audience that is present most often. 

● Often ineffective at impacting the choices of players outside of practices and 

games. 

 

Audience Independent 
● Coach is intentional about building a culture. 

● The culture is focused on teaching players to be motivated by love for self, love 

for the game, love for teammates, and love for the team. 

● The coach uses love as a motivator in order to build intrinsic motivation in the 

heart of the players. 

● Excellence is pursued, but it's positioned as something fun to pursue within the 

context of competing for a love of the game, love of teammates, and love of the 

team. 

● Player leadership is strong and works together with the coaching staff to lead the 

team. 

   



 


