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This pack contains 18 practical, results-focused ies that will boost
performance in individuals, teams, and coach Ives.

Introduction:

Tap into the simple, yet powerful, messa ind these activities:

* successful coaching depends o@xrmer taking ownership of the

task, and following it through letion to the best of their ability

* the role of the coach is to ilful questions in a specific sequence to
encourage the perform through the task themselves

e effective coaches b
individual or tea
focus on other res

Contact

Fen td, Clive House, The Business Park, Ely
Cambridgeshire, CB7 4 EH

ore effective managers - able to leave the
erform to the best of their ability, freeing them to
ibilities.

Tel: 01353 665533, Fax: 01353 663644
Email: service@fenman.co.uk, Web: www.fenman.co.uk

For further information or to order the complete pack, please call
01353 665533.
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Activity 9
The coaching circle
and teams

Purpose ‘
To use the coaching circle technique to improve

teamwork in order to achieve a work o iv
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Introduction

Purpose

Application

What happe

QO

Activity 9

The coaching circle

and teams

This is a powerful and enjoyable activity which

provides an opportunity for participants to work as
a team. It uses the coaching circle technique to
focus on improving how they work togethe
order to complete the task in hand and aghieve,the
set objective.

To use the coaching circle technigue prove
teamwork in order to achieve bjective.

who need to

ities. It is also an
customer support or
sales staff who mu on how to deliver high-
quality custome Participants should
already have cémp Activity 3 The coaching circle.

Use this activity with any
improve their team-wo
excellent activity to

You can
with m
tea
a

he activity with team members, or

ho will then go back to their own

d ‘apply these techniques. This activity can
d to reinforce Activity 8 Building a better

You set the group a task which requires them to
ork as a team in order to complete it
satisfactorily. It is a ball game called ‘hot potato (or
satisfying the customer)’.

The participants begin by setting a team goal. They
then each set a personal goal — what they will do to
contribute to better teamwork.

You then start the exercise, using the coaching
circle technique at intervals, to review their
progress and keep them on track towards their
team goal.
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Time

Materials &
resources

In preparatio

O

9-2

R

When they have achieved their goal and produced a
result that will ‘satisfy the customer’, you lead a full
review of individual and team performances.

Overall time required: | hour 30 minutes to
| hour 50 minutes

 Briefing and introduction: 5 minutes
 Setting team and individual goals: 20 minutes

» Hot potato: 40—60 minutes

» Review and wrap-up: 25 minutes

¢ 2 Handout masters: V
9.1 The coaching circle
9.2 Hot potato (or satisfying the

 Trainer’s brief: 9
9.3 Hot potato — leadingithe exercise

oard

 Flipchart and stand
» Marker pens for gfdiner

 Paper and pen

« Wall, screen ~
fIipchartA}

» Tape,B r pins

* 4 ba e to be similar; for example, tennis
b e to be different; for example, a

cipants
board for displaying

work area of at least six square metres

group are all from the same organisation,
oU’ll find it helpful to know what their manager(s)
would like them to achieve as a team — you can use
that information to help the participants focus on
their team and personal goals.

Study Trainer’s brief 9.3 Hot potato — leading the
exercise, so that you are familiar with the process.
You will then be clear about what result you are
looking for and able to deal effectively with
participants’ questions.
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How do I do it?

@cerm:
S pecific

BRIEFING AND INTRODUCTION

Set the scene by asking the participants to
comment on the idea of a ‘team’. Ask for a
definition of a ‘good’ team.Write their suggestions
on the flipchart so you can refer to them later.

If they are all from the same organisation or work
group, you might enquire how ‘good’ a team they

are now. Confirm that they would like to impraye.
Explain that you will invite them to completA
to your satisfaction. It will take at least

inutes
to do properly and could take an hour V
not perform well as a team.
@1‘

Someone may ask wha is. At this point
tell them that’s not rtant — a good team
performs well reg the task.

ality work
de earlier.

Tell them that the task requires
and refer to the flipchart notes

SETTING \ND INDIVIDUAL GOALS

Now as participants to convert the notes you
have chart into a goal that an effective
te et itself.

u decide to use the SMARTER acronym, write
the flipchart and ask them to complete the

Measurable

A greed

R ealistic

T imebound

E xciting/challenging
R ecorded

Ask the group for suggestions. You might want to
make the initial discussion a 5 minute buzz session,
after which everyone improves the suggested goals
until they have a single SMARTER goal for their
team.
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As an example, you might end up with:

* We will complete the task satisfactorily within 45
minutes. To do this we will work together in
such a way that everyone will be able to
contribute fully to teamwork and to getting the
job done.

Confirm that everyone is happy with the team goal.
Write it on a sheet of flipchart paper for wall
display and for future reference.

Now invite them to write their personal
what they will do or be like in order to,
example, ‘work together’ and ‘contri ",
Allow about 2 minutes for this n ask each

person to share their goal with the rest of the
participants.

They will have set i
| will be an eYeader.

* lwillb and enthusiastic throughout.

o | t the rest of the team.

kly seek clarification on each goal. This
enable each team member to know what to
expect from the others and so they can encourage

veryone else to contribute. For example:
* What do you mean by effective!
* What will you do to be positive and enthusiastic?

* What support will you give? Who will you give it
to! When will you give it?

Allow a few minutes for them to clarify their
personal goal. It’s OK if more than one person sets
the same goal. Effective teams usually have more
than one member who wants to ‘co-operate fully’
or to be ‘positive and enthusiastic’.
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'-_'T Distribute Handout 9.1

The coaching circle

Ask each participant to write the team goal and
their own personal goals in Box 2.

Tell them that when they are working on the task,
you will remind them of their team and personal

goals. In this way they will achieve the objectiv
focusing on their own and the team’s actions

N4

stomer)

Y

HOT POTATO

: | Distribute Handou
N/ Hot potato (or satisfyi

utes to read the
s. Answer them in
’s brief 9.3 Hot potato

handout and ask any
accordance with th
— leading the exergi

Then invite ghemito [oin you in the free work area
and give albt s to whoever wanted to be, for
examp ctive leader.

A o begin and stand back for 5 minutes or
hould bring the flipchart into the free
rk area so the team can use it. (Most won’t

notice it’s there.)

During these 5 minutes, make your comments and
ask your questions. If you have a go-between, make
your comments to them so that they can pass them
on to the team.

After 5 minutes stop the action, unless it is
progressing well, and ask the following questions:

» How well would you say you are progressing
with the task?

» How well are you performing as a team — bearing
in mind your team goal?
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9-6

* What have you been doing to meet your own
personal goal?

Allow some time for general comment. If the
discussion refocuses the team, let them continue. If
they recognise only shortcomings in their
performance, refer them to Handout 9.1 The
coaching circle. Emphasise that a powerful question
to ask is ‘What’s working?’ because some of what

they did was working. ‘
Remind the team of their goals and ask them to
write in Box 3 only the things which are W—
even if the task is going nowhere. The east

be able to say things like:

at could be working
better?. It’s imp emphasise that very few
things are 100% N seless. Even if something
they are doAn working 10%, they shouldn’t
dismiss it they can get it to work 60% just
by cha ething.

e trying hard
¢ want to succeed
» making suggestions.

Then move on to B
r

O amples are ‘No one listens because

| talking’. Talking suggests ideas and
Ivement, so to make them work better
introduce a rule which says ‘one talks all listen’ or
ave a chairperson through whom all questions and

comments must be directed.

Remind them of their team and personal goals and
invite them to resume.

If they haven’t started passing the balls, suggest that
as the customer, you would really like to see at
least one ball pass between them in a sequence so
you can feel confident that they have the sequence
and one ball right.

Continue to repeat the action-discussion-coaching
circle format for another 10 minutes.
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After the first coaching circle most teams progress
quickly to two balls and then three. You can list
everything you are happy with on the flipchart so
they can measure their own progress. | sometimes
wish (loudly) for someone else to keep the
progress list. Once the team breaks down the
exercise into obvious steps they realise the value of:

e basic team rules

 a plan of action
» progress checking — the task, the team an
personal goals.

They also become impressed with t%‘

performance. Passing three balls do
teamwork.

Once the fourth ball (the
flow) is introduced, the alises the
complexity of what th rking to achieve.
However, with a lit ctice they have that

cracked and the s often exceeded by up
to 500%. \

Celebrat cess. As the customer you
should tic. There’ll be a lot of positive
energypi group: I've seen Mexican waves,

ch hugs. When successful, the team really
ey’ve achieved something important —

in terms of task and of teamwork.

which goes in reverse

EVIEW AND WRAP-UP

Quickly remind the participants of the task and the
team goal. Use the flipchart to list their opinions
on each part of the coaching circle.

What worked?

What could have worked better?

* What have you learned?

What will you do next time?
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9-8

You should divide their comments into team and
personal sections just to focus everyone’s thoughts.

Box 5, ‘What have you learned?’ will be more
important if they are all on the same team at work,
because what they learn can be agreed and taken
back to the workplace for immediate
implementation.

Early failures in the exercise will provide as ma
learning points as their late successes. Remi
them that when used as a way to improve things,
such failures are actually beneficial.

Box 6,‘What will you do next time¢ome
the basis of the team’s future ru es and
methods.

When all major points h n covered, close the
session by congratulati the participants on
their achievement.

‘, ity to end the day — the
iasm it generates will carry over

aining.

This is an exc
energy and
to the ne
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o=
The coaching circle i

9.1

Box | Hot potato (or satisfying the customer)

Box 2 Team goal Personal goal .

/\

VAN

Box 6 What will you do orked well

next time?

Q=

N 7

N
at have you Box 4 What could be

Bonn
‘ rned? A working better?

<

OK

oY
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Hot potato
(or satisfying the customer)

9.2

THE TASK

Your goal is to: pass four balls between you in such a way t e
customer sees a high quality process in action.

e circle on

with one of them going

The rules

|. Each ball must approximately cross the centre o
each pass.

2. All balls must be continuously ‘in process’

3. All balls must follow the same sequ
in reverse flow.

4. Everyone must be involved in&&each ball.

&
Q@

N

1
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Hot potato — leading the exercise

9.3
Purpose
Let’s begin with its purpose. The exercise demands teamwork. A
group of participants must become a team if they are to succeed.@hhey

must be focused, know and agree the common goal, contribut
improvement, deliver on their own personal responsibilities,.and

communicate effectively with their work partners. V

The participants will be frustrated and confused but i us on
becoming a high-performing team they will succee e“task and will
get a huge amount of enjoyment out of the whol

The finished result

throwing and receiving
e thrown to a partner
ly, they all work in threes).
und the perimeter.

The team members will be standing i
balls in a set sequence. The balls wi
and received from another part
The balls go across the circle, no

Once everyone is worki ,ahe fourth ball going in reverse order
will not be a problem. the team works in a circle there is no
real beginning or en it’s a continuous process and so can
continue indefinit ould establish a goal for high quality
performance, fo ple,in | or 2 full minutes.

The title ¢
object
too e
for

to (or satisfying the customer)’ is intentional. The
ork is to achieve goals which satisfy the customer. It is
et hung up on the difficulties of the job in hand and to
the customer. As trainer you will see the balls, especially
urth one, being treated just like a hot potato!

The diagrams on page 9.18 show the circuit the three ‘forward’ and
one ‘reverse’ balls take. Follow the arrows with your finger. You'll go
round the circle touching each spot. This is the sequence each ball will
follow.

Continued ...
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Hot potato — leading the exercise

... continued 9.3

You can also see a complete set of numbers to indicate the complete
sequence for a circle of 13 people.

| always throws a ‘forward’ ball to 2

|3 always throws a ‘forward’ ball to |

| sees 2 and |3 as partners

| always throws a ‘reverse flow’ ball to 13

| 3 always throws a ‘reverse flow’ ball to 12.

&

Understanding the task

Pass four balls (the three ordinary balls and t
between you (the whole team) in such a w,
(trainer) sees a high-quality process in a

one distinct ball)
the customer

High quality means:

I. The team stands (not sits @n a circle (one circle with a

diameter of about 4 me

2. The balls are throw
to the next.

ed or rolled) from one team member

3. Ideally, no on
means the drop

uld drop a ball but if one is dropped ‘high quality’
ball is retrieved quickly either by the person
who dr, it or by someone close to where the ball lands — a
sign o ulhess and co-operation. The rest of the team should
co to pass the balls regardless that one has been dropped —
the job. Only a partner of the person retrieving a dropped
would hold a ball until that person rejoined the circle.

In the real world work would not stop just because one person lost
a report or didn’t get a shipment out on time.

continued ...
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Hot potato — leading the exercise

... continued 9.3

4. High quality would be all the balls being passed without serious
mishap for | or 2 minutes. In | minute a team of || people will
pass the balls about three times. Once the team begins to succeed

they will perform for 4 or 5 minutes, be fully focused, fairly qui
and feel really good about what they are doing.

Now let’s look at the rules. i V

The four rules are intended to make the participa k. By
deductive reasoning they will interpret each rale correctly (perhaps
with input from you) and so be able to su the task.

Rules

|. Each ball must approximately cros centre of the team circle on

each pass.
}ing roughly opposite each

person to another around the
igh quality’.

The balls are thrown to pe
other. Handing the balls
perimeter of the circl

2. All balls must be sly ‘in process’.

This prevent%‘eam from throwing one ball round the circle,
putting it down repeating with the second, third and fourth.
(That really low quality.)

‘| s' does NOT mean in the air or in motion; it means that
I re either being thrown, caught or held while waiting to be
own or retrieved because one has been dropped.

3. All balls must follow the same sequence but one of them will go in
reverse flow.

continued ...
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Hot potato — leading the exercise

... continued 9.3

Each member of the team circle will operate with two others.
They will always receive the tennis balls from person A and will
always throw them to person B. When it comes to the ball in
reverse flow, they will receive that ball from person B and thr

to person A.
Wight
i is

res’ and

it

The idea of working in threes is crucial to success. S
realise this early on but it is interesting to note that t
often ignored until later in the proceedings after a
then the group realises how good a suggestio

4. Everyone must be involved in passing eachgball.

The job must involve the whole tea

the rest looking on, for example.@
Hints :\

I. The circle MUST have ber of people in it. If you have a
group of 12 or 16 or de one of them from the circle by
making them yo n —a non-playing coach, messenger or

ur
liaison officer.

Select this p because their personal goal is to communicate
well or because™they are the command and controller in the group
ey are the most senior — they’ll learn a lot about

if they can observe from the sidelines. Have a
reason for the selection other than to say ‘This exercise
rk with even numbers’.

three people with

the customer; as well as the trainer, you can give helpful hints
from the customer viewpoint. The group circle will need a
diameter of about 4 metres just to give each person time to catch
a ball and decide if they can throw it to their partner (or has their
partner gone to retrieve a dropped ball). But you can say when the
circle is about the right size ‘Oh, yes. That looks like a high-quality
circle, keep it about that size’.

continued ...
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Hot potato — leading the exercise <&

... continued 9.3

When the team is throwing only one ball to begin with, the size of
the circle isn’t important; it becomes important with three balls, so
to get it right early gives you an opportunity to give positive

feedback on ‘high quality’, and it’s one thing the team doesn’t have
to think about later.

3. If you have a go-between, you can tell that person wh ing
and what could be working better so that they can o back
to the team in review sessions. It will be receive an if it
came from you.

4. Make notes on the flipchart — it will encograge team to use it
in their planning and review sessionsé

5. Criticise team decisions before th ime going up a blind
alley. You could say ‘Oh that so ow quality; | wouldn’t like
to see that’.

6. Reinforce everything eff; Ausing ‘high quality’ comments —

especially if the team j ing of abandoning something which is
at you're doing on that is very high

working —‘Oh | thj
quality; I'd like t continue to do that’ or ‘Well done, that’s
a high quality ' r [statement]’.

7. If the team igding too long standing and talking, remind them
that a tomer you really would like to see them do

somet even if it’s only throwing one ball to establish the
s ."(Because you'd like to check it off as being high quality.)

Qk the team to keep track of time.

9. Pve never seen this exercise completed in less than 30 minutes; an
hour isn’t uncommon if the group has more than || people in it.

continued ... —b CO{

9-15
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Hot potato — leading the exercise

... continued 9.3

Critical elements

The team must do the following to succeed:

I. Have an odd number of people in the circle. 4
2. The circle should be about 4 metres in diameter. V
3. The sequence for throwing the balls is based on pé\/ho

stand roughly opposite each other around the°
4 .

. The sequence should be established early

5. You should reinforce that the seque lished by requiring
(as customer) that the team thro C round it three or four

times. Once they recognise tha ays receive from the same
partner (person A) and thro e

me partner (person B)
their confidence will grow.I s

6. Once one ball is ‘wor team should repeat with two balls
and then three — allgoi orward flow.

7. The ball whi everse flow should be attempted last and
on its own.

[0
Qme sequence is used but each team member
receives from person B and throws to person A.
8. Whe
b

ve achieved this, they should repeat with one forward

h€ reverse ball, then two forward and the reverse, and

ee forward and the reverse, unless they think they’re good
ugh to omit some of the practises.

continued ...
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Hot potato — leading the exercise

... continued 9.3

Your role as customer

I. You can establish a scenario for the team, if you want. For
example, you'd heard about their commitment to high-quality
customer service and so you want them to produce a syst
will work anywhere.

2. You'’re not sure what you want but you’ll know it wh uee it!
This ensures the team develops its own solution r
continually asking you for the answer to their

s of what they do by
them to come up
process.

3. You can divorce yourself from the mecha
saying you’re only the customer and yo
with the right way to give you the hi

4. Be positive, enthusiastic, helpful giving away the solution)
and continually refer to high

5. If they ignore you (cust see the end result not the

research and develop , gemind them that good customer care
requires full custo on.

continued ...
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Hot potato — leading the exercise

... continued 9.3

SEQUENCE FOR THE 3 ‘FORWARD’ BALLS
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Contents

About this resource

A word about copyright

How to use this resource

Making the most of this resource
Applications grid

About the author

I. Power ball 4
A fun and fast moving activity utilising simple

ng si
coaching skills to attain higher and )Vels
of achievement. The team generateshi n

team spirit while achieving a ¢

performance. °

; this activity

ntrol’ management
niques. In the first
erely to get the job

, it is to achieve the goal

e employee by allowing them to
ility for their own performance
el it into improved results.

2. The coaching context
Growing oaks from
contrasts ‘comma
with simple co
exercise the °

aching circle

activity will enable participants to achieve
better results in the workplace by applying a
simple yet powerful coaching tool to focus on
specific goal-oriented actions.

Coaching in action

An activity which enables each participant to
be coached on an issue that’s important to
them, and to commit to a specific action.

It introduces the GROW sequence from the
coachee’s perspective to empower a performer
to create a Goal from a work issue, explore
the Reality of the issue, consider their Options,
and then produce an action plan to find their
own Way forward.
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5. Using the GROW sequence to achieve
goals
Participants experience the power of the
GROW sequence as coaches, focusing a
performer on taking that all-important first
step towards achieving a goal. Coaching a
partner on a work-related issue allows
participants to raise their own skill levels and
experience the results of generating
responsibility in others to ‘own a task and
see it through to completion’.

6. The ten questions of perform
A problem-solving activity, givin ts
access to ten critical questions pose
the real seat of demotivati ormer.
Once these questions are to a given
situation, the ‘entry poifit’ for coaching can be
established.

7. Asking effecti oaching questions
An opportuni rticipants to enhance
their coa ils by learning to ask more
effective questions. This activity utilises ‘play’
type where participants achieve
b ormance as a direct result of
better at asking effective questions.

ilding a better team

Team work is enhanced when the members
develop agreed team qualities and work to
agreed rules. This activity enables participants
to use coaching techniques to set, agree and
develop the framework which will lead to their
becoming a better team.

The coaching circle and teams

This activity focuses on applying the coaching
circle technique to working as a team.
Participants perform a seemingly impossible
task which, when done successfully, will satisfy
the customer’s requirements. The task can be
seen as a ‘hot potato’ — or an opportunity to
become an effective team able to deliver the
required results.
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10. Using GROW in team meetings
A powerful way to turn team meetings into
goal-focused events. In this activity, participants
use the GROW sequence to focus on creating
an action plan to ensure that clear decisions
are made, team members own the actions
agreed, and decisions are carried through to
successful completion.

Il. Becoming a better leader
In this activity, participants explore the
primary qualities of leadership: vision, trust,
communication and self-improvem Nr
then coach each other to further at
least one of these qualities, an ove
their own leadership skills.

12. Coaching to increasg sales'and enhance
customer service
An exciting oppo

sales and cust

focus on the role of
ort staff to address
ity explores how to use

client goals.
coaching N ent meetings to strengthen
the relati ip,’'serve them better, and so do

g to work with the four major
ality styles

erals’, ‘Socialisers’, “Team Players’ and
‘Detectives’ all think, act and operate
differently. Get on their particular wavelength
and you’ll build rapport quickly and work
effectively. This activity explores how to do
just that. It includes a set of proven responses,
and a section on self-coaching to enable
participants to measure how well they are
responding to each personality style.
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14. Coaching and project management
Keeping a project on track from start to finish
is no easy feat. This activity addresses the rules
the project team should work to and then uses
coaching principles to define the project goal
and each team member’s commitment to it.
Participants then really go to town on the goal
— applying coaching techniques to each of the
ten standard project parameters to ensure that

the project goal will be achieved

5. Brainstorming
The present + outrageous ideas = th w
Using innate creativity to look at a m in
order to consider options and y

forward. This activity appli ut critical
‘second level’ brainstormin iques to
solve problems and achi

16.

d apply these techniques to
issues.

ivity which is directed specifically at

ling participants to use self-coaching to
improve their own coaching skills. In a broader
context, self-coaching is often an ideal vehicle
for managers to improve any aspect of their
responsibilities — especially when there is no
one to turn to for a one-to-one coaching or
support session.

How to lead a clinic session

This activity offers a method of improving skill
sets through practical observation and ‘on-job-
discussion’. Participants work in groups of
three, coaching, observing and reviewing their
own and their colleagues’ coaching abilities in
order to achieve even more in their own
coaching skill.
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About this resource

This Trainer’s Activity Pack has one purpose — to enable you, the trainer, to
raise the coaching skills of your programme participants. The purpose of
coaching is to enable a performer (the person who must perform a task)
to own that task and to see it through to completion;in so doing, they
become the best they can be. Isn’t this the goal of all managers — to have
team members who will not only see things through to completion but will
also develop into the best they can become!?

Coaching is very much in vogue. It is the term given to man
supervision skills by many who attempt to be good coache
the author has worked with managers and other trainer.
programme ‘knowing’ what coaching is all about and fini
comments like: ‘Now | can coach’ or ‘Coaching isn’t e (the manager)

needs to be

being stressed out and they felt in contr t they were doing)’.
If you want to train managers, superviser team leaders to use ‘real’
coaching skills, this resource will s how. It focuses on three major
themes:

I. The generic coaching pr d its basic skill sets.
etter teamwork.

2. Helping teams to

3. Applying coachin hniques to specific real-world issues.

The activiti
colleagu
to suit
whi

n different types of coaching: group, team, peer, self,
er. As a trainer, you will be able to modify the activities
n style or client requirements without too much effort,
the essence of the skill intact.

All these activities have been used, in some way, with clients on both sides
of the Atlantic. Some activities have been generalised because this is not a
client-specific pack. You will recognise some of the techniques and skills
since they also belong to motivation, team building, counselling, and other
areas where people-interaction is at the basis of the behaviour.
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The major difference between coaching and other skills is that the coach’s
primary responsibility is to enable and to empower the person who will carry
out a task to own that task and to see it through to completion.

The goal of a coach is true delegation — to be able to leave the individual
or team to perform to the best of their ability, while the coach/manager is
off doing something else.

Effective management and high quality performance is what this resqurce is
all about. J
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