
      Preview of the Coach ’ s 
Facilitation Guide          

 THIS GUIDE IS designed to be used by any coach who leads Team 
Advantage. Those who lead the process may include internal 
coaches, facilitators, human resource specialists, or organization -
 development professionals. In addition, external coaches, consult-
ants, and team facilitators will fi nd the program fun to lead. Once 
a third - party coach has taken a team through this process, the team 
leader will be in a position to replicate the process and continue to 
use the applicable components of the game. 

 Team Advantage is a 4 -  to 6 - month process that is unique as a 
team - building activity. Often the effects of team - building events and 
retreats are short - lived, but with this process, teams are compelled 
to make the shifts and changes needed to function at a higher level. 
Within this Guide are all the instructions and background informa-
tion you need to successfully move a team through the creation and 
execution of a game plan. The main sections of the Guide include: 

  Getting Started 

 This section lays the foundation for Team Advantage and is pre-
sented in segments that answer key questions about the program. 
Beginning with  “ What Is Team Advantage? ”  this section will pre-
pare the coach/facilitator for the critical components of the pro-
gram that are discussed in later sections.  

  Phase 1 — Pregame Preparation 

 During Phase 1, the coach prepares the team leader and the team 
for the kickoff workshop and coaching phases of Team Advantage.  

1
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2 Team Advantage

  Phase 2 — Kickoff Workshop 

 The Kickoff Workshop is a live 1 -  or 2 - day event at which the team 
creates its game and an extraordinary business goal that will be the 
central focus of the process. This section of the Guide provides a 
step - by - step outline to facilitating the workshop.  

  Phase 3 — Coaching the Game 

 The heart of Team Advantage is  “ coaching. ”  This section provides 
details on how to coach the team with emphasis on skills and tech-
niques that are critical for coaching teams.  

  Phase 4 — Celebration 

 When teams play a game and have success, they become energized 
by celebrating. This section discusses ways to celebrate not only the 
end result but also the successes that happen during the journey.  

  Appendix 

 The Appendix includes a variety of games and activities that can be 
used for the program as well as a sample game plan.   

COACHFG.indd   Sec1:2COACHFG.indd   Sec1:2 4/10/10   7:44:15 AM4/10/10   7:44:15 AM



3

  Getting Started 

  What Is Team Advantage? 

 Team Advantage is a structured process for coaching teams to achieve 
the extraordinary. A team is asked to identify a huge goal and take full 
ownership of playing a game that is worthy of the team ’ s precious 
time and energy! 

 Some teams have played for obvious goals during Team 
Advantage. Examples of these include the following: 

  Move a sales team ’ s revenue ranking up to a new level within 
an organization  

  Launch a new product successfully  

  Successfully complete an organizational redesign  

  Launch a global initiative to include members and input from 
many cultures  

  Reconfi gure a complex compensation plan  

  Bring the human resources team together to create a new 
leadership framework  

  Create a new curriculum for an academic or educational 
division  

  Launch a new business/entrepreneurial endeavor  

  Boost a non  profi t ’ s revenue/donations plan    

•

•

•

•

•

•

•

•

•

 Others have played for goals that have been awe - inspiring. For 
example, one pharmaceutical team set out to  “ put a plan in place to 
eradicate a disease state within the next two years. ”  

 Some goals have been designed to offer an innovative level 
of service, such as  “ make this the best entertainment value in our 
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4 Team Advantage

area. ”  This involved a sports team ’ s effort to treat each ticket holder 
as someone to be thoroughly entertained during the sporting event, 
from their seats to the food - service kiosks. 

 All of the goals have one thing in common — they stretch 
team members to imagine how they might produce an  “ Oh wow! ”  
experience for themselves, their employees, and/or their customers 
and to achieve something they had previously just imagined. 

 So how is this different from other team - building experiences? 
Team coaching provides the missing link often associated with train-
ing and team - building events. Just as in sports, teams can accom-
plish more than they thought possible by having a coach work 
with the team to set a game plan, think differently about the team ’ s 
approach, and hold team members accountable to play harder. 

 Team coaching also offers the potential for a powerful expan-
sion of coaching within an organization, which historically has been 
reserved for top talent and executives. Team coaching can trans-
form a team in short order from old ways of being together to new 
ways of communicating, working, and learning. Because the Team 
Advantage process is framed as a  “ game, ”  the communications and 
recreation of the team ’ s systems and structures are less threatening 
than those of typical organization - design or team - process meth-
ods. Team Advantage ultimately engages team members in a more 
meaningful way to  “ play ”  and leaves them with a process they will 
fi nd easy to replicate and manage. 

 Team Advantage has proven effective in producing measurable 
results for many businesses, both large and small. It is unique in 
that it provides a framework to become a productivity program, a 
team - building program, a communication - skills program, a confl ict -
 resolution program, or all of these wrapped in a single application, 
depending on the needs of the team. 

 Most team - building exercises are short - term events. Teams fre-
quently use off - site retreats or in - house workshops to build greater 
cohesiveness. Many who request work around teams are seeking 
 “ team building ”  without understanding the process most teams need 
to wobble through on their way to becoming more cohesive and 
transparent in their working agreements. 
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 Getting Started 5

 When we started coaching teams in 1995, we noticed patterns in 
our process. Teams would seem to  “ break down ”  in communications 
around the third or fourth week of our process only to recalibrate 
and get going full force in weeks fi ve to six. We set out to learn about 
the organizational design process and discovered Tuckman ’ s theory 
of team - development stages  “ that all highly functional teams worked 
through over the course of about two years. ”  He labeled these stages 
 forming, storming, norming,  and  performing  (Tuckman, 1965). 

 Those stages fi t our evolutionary model of coaching and recurring 
observations about growth patterns in teams. We embraced these 
and added a couple more: the  informing  (or assessment) phase before 
forming a game plan and the  transforming  (or celebration) phase after 
the completion of the performing phase. More about these phases of 
team development are sprinkled throughout this Guide.  

  What Is Unique about Team Advantage? 

 Team Advantage is unique in the following ways: 

  Acceleration: The team - building process accelerates all the 
phases of team building so that a team works through the 
critical stages in just 6 months (as compared to the 2 years of 
Tuckman ’ s theory).  

  Team Building: Starting with a live workshop event, the 
kickoff workshop event is similar to other team - building 
events that many have experienced. But this one is designed 
to create a compelling game plan that engages the team to 
take full ownership of the process and focus on an important 
business goal.  

  Coach: The team has a coach/partner who holds the process 
in place and distinguishes the phases of team development so 
everyone understands at what level they are functioning and 
can consciously choose to move in and out of the important 
phases of team development.  

•

•

•
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6 Team Advantage

 Team, game, and coaching are the elements of Team Advantage 
that create a unique developmental experience. 

  Transparency: The coach consistently makes bold requests to 
change approaches in areas in which the team typically stops 
short or is self - limiting. The coach also fosters collaboration 
and transparency in communication by inviting observing as 
a way of learning together.  

  Consistent progress noted: The coach also shares 
observations each week about the growth and movement of 
the team. This fuels momentum and is a model for the team 
leader to adopt in his or her leadership approaches. Team 
members understand their progress and are focused on the 
actions that will ensure goal attainment.   

  Business focus: The team - building process incorporates a 
business focus with meaningful goals and objectives. This is not 
just an off - site, feel - good type of meeting. It is an experience that 
is focused on driving the business and builds a team already in 
motion to take its performance to new and higher level.  

  Extraordinary goal: It is a game centered on the notion of 
playing for an extraordinary goal — to achieve something that 
is above and beyond expectations. Although the stakes are 
high, there are typically no consequences for not winning. 
This makes it safe for the team to take risks that are critical for 
the game ’ s success, and, ultimately, each team fi nds a way to 
achieve its extraordinary game goal!    

•

•

•

•

 The process can be summed up in this equation: 

 Team Advantage � Team � Game � Coaching 
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 Getting Started 7

  Team 

 Simply defi ned, a team is a group of people who come together for 
a common purpose, under a shared leader, with a commitment to 
achieving a mutually benefi cial result. In the Team Advantage, the 
mutually benefi cial result is an extraordinary goal identifi ed by the 
team leader and team members as something worth going for, mean-
ingful enough that it compels the team to perform beyond current 
expectations. The size of teams that use Team Advantage varies, but 
typically ranges from 5 to about 20 members.  

  Game 

 As stated in the Preface, a game gives the team a new way of  “ play-
ing together ”  to achieve an extraordinary goal and go beyond man-
dates and expectations. It is important that this game challenges 
and encourages the team to play for something bigger than it may 
have considered possible. The game creates a stretch for even a 
high - performing team. It is important that this is done in the spirit 
of play. A strong coach will help sustain the game and use a light 
approach to keep everyone engaged.  

  Coaching 

 Team Advantage was designed to use a coaching approach. The 
coach is a partner with the team but not a member of the team. She 
or he listens for specifi cs in a conversation and observes the dynam-
ics of the team, building awareness as these observations are shared. 
The coach asks great questions rather than advising or  “ telling peo-
ple what to do. ”  The coach engages the team members in refl ection, 
action learning, and a discovery for how to function at their highest 
level throughout this process.  

 Figure  1  is a schematic of Team Advantage  “ transformation. ”  
This fi gure depicts how the process unfolds, starting with the part-
nership formed by the coach and team leader, moving toward 
inclusion of the team, creating the game plan, and then using coach-
ing as the impetus to move the team toward goal attainment and 
transformation.     
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8 Team Advantage

 FIGURE 1

The Team Advantage Transformation 
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 Getting Started 9

  Why a Game? 

 Team Advantage revolves around a  “ game plan ”  that is created by 
the team to foster ownership and action learning in the context of 
 “ playing. ”  It is human nature to play, and we have learned most 
of the important lessons in our lives from playing — communicating 
quickly and concisely with others, depending on others ’  strengths, 
creating roles and following rules, celebrating wins,  “ punting ”  
when the plan isn ’ t working or we miss the mark, and working 
within a time constraint to win. 

 Typical corporate mandates have led to weary workers. People 
are tired of hearing demands to do more with less and to increase 
productivity to the point at which they have to adjust their values 
as well as their schedules. It is rare to fi nd teams who fully trust the 
direction and the leadership of an organization. Yet teams drive the 
productivity of these organizations, so where are they getting their 
bearings and a sense of direction? 

 Because the Team Advantage process unfolds with a team char-
ter or code of conduct and game rules that determine  “ how to 
play, ”  it is easy for a coach to provide a platform to take the game 
up a notch or play smarter. The role of the coach is to help redefi ne 
what is meant by  “ extraordinary effort ”  by providing perspective 
about how to keep enthusiasm and energy high when the day - to -
 day demands become perceived limitations. This process picks up 
where others leave off — by staying with the team leader and the 
team through their developmental stages and giving the team a true 
advantage — a mirror for each person to see how they are doing and 
to understand what behaviors work well or don ’ t as they drive to 
become more successful. 

 Most people think that work is serious business and that bring-
ing a game metaphor into the mix might trivialize what needs to 
be accomplished. We have found evidence quite the contrary. When 
we talk about making this work into a  “ game, ”  we mean we are 
providing it as a  process  for achieving a goal that engages people in 
a way that totally energizes and engages them to take ownership. 
Think of this metaphorically with sports.  
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10 Team Advantage

 These principles are also true for teams that live and work 
in organizations but it is rare that anyone takes time to under-
stand these. Sports give us metaphors for life and work. Every 
sport is considered to be a fun activity that people look forward 
to, even the spectators. The same is true for Team Advantage. 
We have found that people enjoy working inside the context of 
a game  because  everyone knows what ’ s expected and how to 
win. This makes the work meaningful and fun. So maybe the tension 
to perform each day is still overwhelming, but there is alignment 
and power in the team ’ s ownership of its work. And even those who 
are watching as spectators (senior managers, boards of directors, 

 In sports, these principles are always true: 

    1.   Games have goals: Everyone knows what it takes to win 
because there are clearly defi ned measurements (points, 
runs, time, number of strokes).  

    2.   Scoring: Everyone knows how to keep score. The score 
is ultimately monitored by the entire team, which has the 
ability to change directions or determine a new way to play 
when there is a need to adjust the game plan along the way.  

    3.   Roles or positions: Everyone knows his or her role on the 
team and in a specifi c game plan.  

    4.   Challenge: Occasionally there is passionate debate about the 
interpretation of a particular action or rule but ultimately 
someone — the referee or umpire — will make a call and the 
play resumes.  

    5.   Communication: The game can be lost if you miss the shot, 
are out of position, or miss a pass because of lack of atten-
tion and communication — game over!  

    6.   Time - outs or huddles: On occasion the coach or a player 
will need to regroup; these time - outs are often strategically 
crucial for a win.    
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 Getting Started 11

even spouses and family) pay attention to the activity and momen-
tum of a game. They see more engagement and a new conversation 
about how the team is performing, which inspires others to become 
involved. 

 Experts have found that when teams move out of fear - based, sur-
vival - based conversations and learn to articulate self - awareness and 
emotions, they access the creative functions of their brain with more 
ease. The more awareness we build about how to overcome limita-
tions, the easier it is to tap into the parts of the brain that allow us to 
problem - solve and create. People have the experience of  “ freedom 
and fun ”  when they feel they are contributing to the greater good.  

 One last consideration — sports games use coaches to help the 
players go beyond any pain or perceived limitation to achieve truly 
extraordinary performances, while honoring the structure set out 
for the contest or competition. The same is true in this process. The 
coach is a crucial partner for both the leader and the team in Team 
Advantage. 

 Team Advantage works because it incorporates all the elements 
that make people want to engage — it turns the very serious work of 
business into a game in the following ways: 

   The extraordinary goal:  This overarching or thematic goal 
sets an inspirational context for the game. The team will deter-
mine what it wants to be known for and its most signifi cant 
contribution. This becomes an aspiration, a force that pulls 
the team forward, even if team members cannot see how to 
accomplish it in 4 months of working through this game plan.  

   Strategic drivers  are established in specifi c categories such as 
communication plans, new products or services to introduce, 
or an innovation of existing processes. These drivers help the 
team create a plan that will support the extraordinary goal.  

   Game goals and action items:  These are the specifi c 
deliverables and daily and weekly actions that will guarantee 

•

•

•
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12 Team Advantage

that the team wins. These actions are listed under the game 
goals in the game plan — these are the things to do to ensure 
that the extraordinary goal is met. They are clearly defi ned 
objectives. Using the traditional SMART goal approach, the 
team takes on challenges and responsibilities that will become 
the milestones and priorities that must be accomplished to 
achieve the extraordinary goal.   

   Scoring:  The full game plan — including the extraordinary 
goal, the strategic drivers, and the game goals — are all 
designed by and agreed to by the team. These actions are 
assigned and awarded specifi c points during the game. 
Monitoring the scoreboard during the coaching phase of the 
game helps the team clarify priorities and go beyond norms 
or blocks to performance.   

   Roles:  Each team member plays a specifi c and signifi cant 
role related to his or her position on the team, which helps 
the team align priorities for more impact during the game. 
Team members know what is expected and can perform to 
that level.  

   Challenge:  Systems, leadership models, team dynamics, 
meeting length, distractions, or breaking rules can be 
challenged by anyone openly. This creates safety and 
encourages risks, which in turn encourages higher level play.   

   Communication:  The team charter creates agreements for 
how to play well together. Feedback is constant so that 
people know how they are doing; frequent celebrations create 
momentum — an enthusiasm for playing together is a result.   

   Time - outs and huddles:  Anyone can call a time - out or 
huddle. Longer meetings give way to short, focused huddles 
during which the focus is adjusted, points are scored, 
energy or direction is recalibrated, or team members discuss 
learnings from observation.     

•

•

•

•

•
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 Getting Started 13

  What Is Team Coaching? 

 By observing world - class sports coaches such as Joe Paterno, Phil 
Jackson, Mike Krzyzewski, Joe Torre, and Pat Summit, we get a 
quick read and common defi nition of what makes an outstanding 
coach. These great coaches are known for bringing out the extraordi-
nary personal effort and consistent performance of their players, and 
then giving those players a role that allows them to contribute at their 
highest levels during the game. Great coaches focus not just on the 
activity but also on how the team is playing and  “ who ”  each team 
member is becoming as an athlete. 

 Team coaching in organizations is a similar process.  Coaching,  as the 
term is used in the context of work, derives primarily from sports and 
business principles. It is a transformational process in which a skilled 
coach partners with the team to bring out the best personal and col-
laborative or team efforts.  

 The coach in Team Advantage observes how team members 
play together and  “ who ”  they are becoming for each other and the 
greater game. This process creates an action learning culture and 
engages team members to have courageous conversations as they 
work to achieve their extraordinary goal — something they have 
imagined together. 

 During Team Advantage, the coach celebrates the wins, gives 
frequent feedback about what is and is not working, gives perspec-
tive about potential choices, and requests that the team self - manage 
behaviors and agreements outlined in the team charter.  
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14 Team Advantage

  Who Can Benefi t from Team Advantage? 

 Team Advantage can be applied in nearly any situation that 
involves an intact team. We have found the best applications in the 
following teams: 

  Sales teams wanting to increase revenue (easiest and most 
tangible goal to measure)  

  Teams that need to quickly assimilate a new leader  

  High - performing sales teams that need to stretch to maintain 
a level of production and top rank  

  Corporate teams going through reorganizations, mergers, take-
overs, and leadership changes who wish to clarify a new direc-
tion and increase collaboration and buy - in  

  Marketing teams that need to innovate or want to set a 
strategic course for products and services  

  Leadership teams that are ready to set a new course, craft a 
new vision, or promote a new structure or culture.    

•

•

•

•

•

•

 There are many applications for Team Advantage, but the best 
applications are for teams that have a single, tangible, measurable, 
and compelling stretch goal to achieve over a short period of time. 
And achievement of that goal can be driven by a number of actions 
that can be measured and provide quick wins on the way to the 
stretch goal attainment.  
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 Getting Started 15

  Is the team currently performing at a satisfactory level?   

  Team Advantage is a process that accelerates team perform-
ance and improves understanding. If the team is already 
high - performing, Team Advantage will help keep it operat-
ing at peak profi ciency. If the team has performed well in the 
past but needs a  “ charge, ”  this process can provide renewal.  

  New teams with strong team leaders are also good candi-
dates for the program. Teams with leadership problems will 
need foundational work to prepare the leader and the team 
for the success of the process. Teams that communicate 
poorly or have other outstanding issues may need other 
interventions before beginning Team Advantage.  

  Just remember — the team must be ready, willing, and able 
to make changes and respond positively to the coach.    

  Is there anything that would prevent the team leader from 

being a strong partner during this process?  

  Team Advantage is a 4 - month program for the team, with 
some up - front time for the team leader to undergo coach-
ing. The team leader must be present and a participant 
during the entire process. If there is an expected medical 
leave or 2 - month vacation to the Greek Islands scheduled 
during the process, you will want to revisit the start date. 
The team leader must be strong enough to support the 
process and fl exible enough to endure the highs and lows 
that inevitably occur.    

•

•

  What Are the Conditions for Success? 

 Before you go further, it is important to consider the following ques-
tions and conditions for successful application of Team Advantage. 
Based on your initial meetings with decision makers and the con-
tracting for this process, you will have some clues about the team 
leader and the team.   
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16 Team Advantage

  Is the team ready for a 4 - month challenge?  

  Four months may sound like a long time, but teams fi nd 
that this amount of commitment is needed to achieve their 
goals and institute real change. In fact, after you wade 
through the storming together, the time feels like it accel-
erates to the point at which people look forward to the 
coaching sessions and will continue to hold this level of 
communication after the coach departs.   

  You will need to address these two key questions with the 
team leader to determine commitment to the process:  

   1.  Are there any events the team can anticipate that might 

get in the way of an ongoing process?  Pending reorgani-
zations, downsizing, or other organizational changes can 
affect the process. Be sure that there is enough organiza-
tional stability to allow Team Advantage to be completed.   

2.     Are you ready to commit the time and attention to 

leading a team through a transformational process?  
Do you personally have scheduling challenges within 
the next 4 months? Do you need to partner with another 
person to cover the time you will not be available? Can 
you personally allow people to become emotional and 
test you in a process of development? Can you release 
any ego need you might have to be well liked?      

  Are you comfortable leading this process?  

  Team Advantage works best with an experienced coach 
and/or facilitator who has a strong leadership presence 
and practices professional coaching skills — especially lis-
tening generously, speaking straight, asking powerful 
questions, and making bold requests for action. This proc-
ess can also work in the hands of a solid trainer who is 
a naturally good facilitator and intuitive leader, but there 
needs to be a strong grounding in coaching skills.  

•

•
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 Getting Started 17

  You will not need to totally understand or be profi cient 
with the language of each business or organization for 
which you conduct Team Advantage. The key for you to 
be successful in delivering the program is to  “ trust the 
process. ”  Allow the team to learn, refl ect, and achieve 
based on its daily experiences, which may include trial -
 and - error breakdowns and hard - knock lessons.   

  This Facilitation Guide will also help you learn (or remind 
you of) the essential coaching skills that will help you 
guide a team through the process through the use of a 
coaching approach — essentially this means you are com-
fortable with inquiry, leading the team by asking ques-
tions rather than by consulting or advising.    

  Will the team leader be able to offer a reward for achieving 

the goal?  

  The team will be playing a game with the intention of 
winning. Having a reward in store helps to keep the team 
motivated. This reward can be as small as dinner at the 
home of the team leader or a pizza party around the pool 
of the hotel selected for the next major meeting. There are 
numerous options available to create a bigger incentive. 
These are discussed in detail in the Celebration section.    

  Do you have the necessary logistical support to make this 

process work?  

1.   Do you have a working computer with an e - mail account?  
  2. Are you available to speak to team members who may be 

calling from various time zones?  
  3. Can you schedule the time commitments required to effec-

tively lead this process for 4 months? Check your calendar 
to see what you will need to clear in order to be in conver-
sation almost weekly on the same day of the week at the 
same time.  

•

•
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  What Are the Phases of Team Advantage? 

 Team Advantage consists of fovur phases — Pregame Preparation, 
Kickoff Workshop, Coaching the Game, and Celebration, as shown 
in Figure  2 .   

 This Guide will devote one section to each phase. As mentioned 
earlier, the phases of Team Advantage also parallel Tuckman ’ s 
stages of team development. This relationship is shown in Table  1 .   

  4. Are you willing to ask for a signifi cant amount of money 
to cover the real value of your time? This is not a 2 - day 
event. It requires a lot of planning, preparation, and coach-
ing to handle all the details. Are you ready to play a big-
ger game?    

  Is Team Advantage being selected for the right reasons?  

  Team Advantage is not a process to be used to  “ fi x ”  some-
body. If you suspect that the team leader is being closely 
evaluated by someone in human resources or upper man-
agement and the outcome of this process may impact the 
team leader ’ s status in the organization, make a request 
of those hiring you for full disclosure of the situation. 
You do not want Team Advantage to be used as a tool 
to address a problem that may already have a predeter-
mined outcome. Consider an alternative approach for the 
organization until the team leader and the team are ready.       

•

18 Team Advantage
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20 Team Advantage

 We will develop the connections between Team Advantage 
phases and the Tuckman model further in each section of this Guide.  

  What Are the Roles and Expectations? 

 There are three key roles in Team Advantage: 

  Team leader  

  Team members  

  Coach    

•

•

•

 The  team leader  is typically a coaching client and/or the leader who 
has chosen the Team Advantage process for his or her team. Their 
role is to provide leadership, and they will rely on the coach to con-
vey core coaching skills throughout the game. The leader will be the 
cohesive force for the team and help support the coaching process.  

 Human resource professionals may also be recommending this 
pro cess as an application for some leaders to use with their teams. 
Be sure you understand how the team is currently performing 
and rely on input from key people in the organization, especially 

 TABLE 1

Parallels Between Team Advantage Phases and Tuckman ’ s 
Stages of Team Development 

     Team Advantage Phase      Stage(s) of Team Development   

    Phase 1 — Pregame Preparation    Informing  

    Phase 2 — Kickoff Workshop    Forming  

    Phase 3 — Coaching the Game    Storming, Norming, Performing,   

    Phase 4 — Celebration    Transforming  
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the team leader. Make certain this is not a  “ fi x - it ”  problem being 
passed off as a potential pilot for the entire organization if it works. 
Whatever dynamics are currently at play with the team, these will 
be showcased and highlighted in the game.  

 It is critical that the team leader fully understand his or her role 
and commit to the Team Advantage process. The leader will need 
to remain supportive as the process unfolds and as team dynamics 
come into fuller view during the coaching phase.  

 The team leader communicates frequently with the coach — typi-
cally on a weekly basis and before and after each of the team confer-
ence calls. The conference calls are designed to focus on execution 
of the game plan and the evolution of team dynamics. 

 Each  team member  brings a unique contribution to the success of 
the team. Even more senior employees who at fi rst may consider 
the process of playing a game to be a trite exercise will be important 
to the success of the  “ game. ”     

 Team members are fi rst engaged during the pregame interviews, 
during which they answer questions that help the coach gauge the 
team ’ s needs prior to the kickoff workshop. During the kickoff 
workshop, each team member will be exhibiting natural tendencies, 
expertise, shadow behaviors, and other aspects of his or her person-
ality, giving the coach a platform for better understanding the team 
dynamics.  

 Each team member will be responsible for participating in all the 
phases of the game. This includes the interviews, the creation of the 
game in the kickoff meeting, and keeping commitments and man-
aging his or her part of the game plan during the coaching phase.  

 The  coach ’ s  role in Team Advantage is what distinguishes this 
pro cess from a typical team - building exercise. The coach engages 
the team in deeper conversations from the beginning. During the 
interviews, the coach will be listening not just to the answers the 
individual team members give, but also to the tone and the engage-
ment in participation. From that fi rst point of engagement to the 
game kickoff and coaching phase, the coach ’ s approach will be  the  
key to the success of the process.  

 Getting Started 21
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22 Team Advantage

 The coach will personally partner with the team leader, host 
coaching sessions on a regularly scheduled basis throughout the 
4 months, coach team members in brief offl ine sessions if needed, 
and craft agendas and any summaries required for each of the 
conference calls. On occasion the coach may actually serve as the 
scorekeeper. But this role is best fi lled by a team member so that the 
game process can live on after the completion of Team Advantage.  

  What Are the Logistical Requirements? 

 Executing Team Advantage requires very little logistical support. A 
complete list of supplies, logistics, and resources you need to con-
duct the program follows. 

  Materials 

 In addition to this Coach ’ s Facilitation Guide, you will also need: 

  One  Team Leader ’ s Guide  and one  Team Member ’ s Guide  for the 
team leader  

   A  Team Member ’ s Guide  for each participant on the team     

•

•

  Supplies 

 For the kickoff workshop, you will need: 

  At least six fl ip charts with plenty of paper ( “ Post - It ”  style 
paper is easiest to use)  

  A dozen dark - colored markers (team members will be 
presenting ideas to the general group and these need to be seen 
from around the room)  

  Materials for the fi rst group  “ game ”  activity (see Appendix 
A — each game has a list of material needs)  

  One copy of the report summarizing the pregame interviews 
created in Phase 1 for each team member.     

•

•

•

•
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 Getting Started 23

  Meeting Room 

 For the kickoff workshop, a conference room with U - shaped seat-
ing works best for teams with up to 20 people. Be sure the room has 
plenty of free wall space to post fl ip - chart sheets and enough room 
to allow for the team to conduct the exercises. Even a small room 
can work if there is access to a breakout room or an outdoor area 
that is big enough to conduct your opening game simulation. It is 
preferable to conduct the meeting at an off - site location to reduce 
distractions. If in a hotel, make sure the hotel can accommodate a 
space in the morning for the game simulation that will set the tone 
for playing.  

  Coaching Calls   

  You will need to secure use of telephone conferencing capability 
with the capacity to hold all members of the team. Most compa-
nies have internal access to phone bridges that you can use for this 
purpose. If you need to secure a conference bridge, here are some 
resources:  

  Mr. Conference.com ( www.mrconference.com )  

  Free Conference ( www.freeconference.com )  

  Accutalk.net ( www.accutalk.net )     

•

•

•

  Facilitation Support 

 There are three ways to use Team Advantage and varying levels of 
support depending on what you need and the applications you can 
see serving your clients or potential clients.   

   Go solo.  You can use this package without support and have 
some fun creating with your current clients or use this idea 
to create new business prospects. This package is a complete 
guide to the process.  

•
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24 Team Advantage

  What Is the Timetable for Completing Team Advantage? 

 Table  2  provides a timeline for Team Advantage. From the ini-
tial engagement with a company, the entire process takes about 6 
months to fully unfold. The time can be collapsed during Phase 1 if 
you are successful in scheduling meetings in a timely manner.     

   Gain support through certifi cation.  You can become certifi ed 
to coach this process if you are currently a certifi ed coach 
through the International Coach Federation or comparable 
professional association and wish to attend open - enrollment 
certifi cation classes presented by Team Advantage Ninja 
Team. You will partner with one of the Ninjas to conduct 
your fi rst game and use their experience to become more 
familiar with the complex world of team dynamics.  

   License the program for use by a company ’ s internal 

leadership, human resources personnel, or coaching teams.  
If you wish to customize a version of this process for your 
organization, contact The Pyramid Resource Group through 
the company website,  http://www.pyramidresource.com .       

•

•

COACHFG.indd   Sec2:24COACHFG.indd   Sec2:24 4/10/10   7:44:23 AM4/10/10   7:44:23 AM



 Getting Started 25

 TABLE 2

Team Advantage Timetable 

     Activity      When      Time Needed   

     Phase 1 — Pregame Preparation           

    Coach team leader    2 months prior to 

kickoff  

  2 – 3 sessions per month (4 – 6 total 

hours)  

    Set up kickoff meeting logistics    2 months prior to 

kickoff  

  1 – 2 hours with event coordinator/

admin/executive asst/meeting planner  

    Gather information from team members    3 – 4 weeks prior to 

kickoff  

  30 – 60 minutes per person 

   

    Compile report    3 weeks prior to 

kickoff  

  4 hours  

    Share report with team leader and fi nal-

ize workshop agenda/game simulation 

  

  1 – 2 weeks prior to 

kickoff  

  2 – 4 hours  

     Phase 2 — Kickoff Workshop  

  Team Advantage Begins!   

        

    Kickoff Workshop    Week 1    2 days (preferable) 

 (A 1 - day option is also available)  

     Phase 3 — Coaching the Game           

    Coach/facilitate team     Weeks 2 – 16    1 hour per call, 12 total calls, plus prep  

    Coach team leader 

 Make prep call/individually coach leader   

 Debrief leader about session/call 

immediately after team coaching call  

  Weeks 2 – 16    1 hour per week to prepare, 12 total 

coaching sessions via conference calls    

 First three weeks — plan on 30 – 60 

minutes. Thereafter these calls are 

typically 15 – 30 minutes except when 

the team goes through storming 

phase, which is unpredictable    

     Phase 4 — Celebration           

    (Celebrations will happen frequently 

through the team coaching and on each 

call. The overall team celebration for 

accomplishing Team Advantage ex-

traordinary goal is best held as an event 

complete with meal and hoopla!) 

 Team gathering  

  Week 16 – 18    TBD  
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  Phase 1 — Pregame 
Preparation 

  Prepare the Team Leader 

 Phase 1 is the  informing  stage of Team Advantage. In Phase 1, you 
establish your relationship with the team leader and gather infor-
mation about the team, which is the key for setting the stage for the 
program. The team leader typically has a good grasp of the team ’ s 
personality, which will help you create a platform for coaching. 

 The team leader is the key person for executing the program and 
will be the coach ’ s partner throughout the game process. Gaining 
trust is important, and developing an exceptionally transparent 
partnership will ensure the success of the program.  

 Exhibit  A  is a checklist of items that need to be covered during 
the initial meeting with the team leader. A more detailed explana-
tion of each item in the checklist is provided on the following page.   
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28 Team Advantage

  EXHIBIT A

Checklist for the Initial Meeting with the Team Leader  

❑     Review the  Team Leader ’ s Guide.   

❑   Share contact information.  

❑   Present a copy of the  Team Member ’ s Guide.   

❑   Review all phases of the Team Advantage process.  

❑   Understand the organization ’ s rationale for choosing Team Advantage.  

❑   Set up dates and times for coaching the team leader for 2 months.  

❑   Discuss the organization ’ s vision, mission, and mandates.  

❑   Discuss potential roadblocks to success.  

❑   Review the team leader ’ s assessment of each team member.  

❑   Review sample questions (Exhibit  B ) and customize for the team.  

❑   Review sample memo (Exhibit  C ) and customize for the team leader.  

❑   Schedule date and location for the kickoff workshop.  

❑   Review the purpose of coaching.  

❑   Discuss the payoff and/or celebration event.  

❑   Summarize the meeting.    
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  Review the  Team Leader ’ s Guide  

 Provide a copy of the  Team Leader ’ s Guide  to the team leader prior to 
your fi rst meeting and encourage the team leader to review it. At the 
meeting, briefl y review the contents of the Guide, respond to any 
questions the team leader might have, and make requests of the team 
leader to confi rm the following: 

  The team leader is ready, willing, and able to partner with 
you in this process.  

  The team leader is clear that he or she will need to participate 
in all of the coaching sessions, with no exceptions.  

  The team leader will trust you as a coach, not someone who 
is there to evaluate the team, but to elicit the team ’ s best ideas 
and guide the team members through a process of learning 
how to best work together.     

•

•

•

  Share Contact Information 

 Worksheet 1 in the Team Leader ’ s Guide should be fi lled out by the 
team leader and provided to the coach either before the initial meet-
ing or during the meeting. Worksheet 1 has space for essential con-
tact information as well as some information that will allow the 
coach to get to know the team leader on a more personal basis.  

  Present a Copy of the  Team Member ’ s Guide  

 Also provide a copy of the  Team Member ’ s Guide  so that the team 
leader is familiar with the content of the material that each member 
of the team will be using during the kickoff workshop and subse-
quent coaching sessions.   
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 TABLE 3

Expectations of the Team Leader 

     Phase      Expectations of Team Leader   

    1 —  Pregame Preparation    Provide information to help assess the team. Be open for 
coaching and observation about interactions with the team. Try 
new tactics and skills. Honor coaching commitments.  

    2 — Kickoff Workshop    Observe. Provide offl ine feedback on the process. Keep group 
actions in alignment with corporate strategy and policy. 
Participate with enthusiasm. Be open for new possibilities.  

    3 — Coaching the Game    Honor coaching commitments. Help prep calls and be available 
for debriefi ng. Trust the process. 

 Coach. Celebrate little and big wins each week.   

    4 — Celebration    Look for the victories, initiate the celebrations, and fully 
appreciate the team.  

  Review All Phases of the Team 
Advantage Process 

 Review the four phases of Team Advantage. Briefl y explain each 
phase of the process and what will be expected in each phase. 
Discuss any questions the team leader may have about his or 
her role. 

 Table  3  presents a summary of the team leader ’ s role.    
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  Understand the Organization ’ s Rationale for 
Choosing Team Advantage 

 In the initial meeting, you should try to establish the intent for Team 
Advantage and understand the business need. In other words, what 
is the end result the team leader is looking for? For example, the 
team leader may want to: 

  Create an innovative direction for the company.  

  Develop a performance plan for the team to get everyone 
focused.  

  Reach an extraordinary sales goal and improve sales 
performance.  

  Develop new levels of communication.  

  Develop a marketing plan.  

  Speed the time to market for a new product.  

  Reduce manufacturing costs.  

  Stretch an already productive team.  

  Uncover new sales prospects.  

  Initiate new project team members.  

  Launch a new project.  

  Complete reorganization of a division or company.    

•

•

•

•

•

•

•

•

•

•

•

•

 Having this information will be extremely important as you 
begin to work with the team. The team will be responsible for cre-
ating its goal and developing tactics and strategies; however, it 
is important to know the team leader ’ s position so that you can 
guide the team to align with overall organization strategy, even 
though the team ’ s game plan may take them beyond what the 
organization expects.  
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  Set Dates and Times for Coaching the Team Leader 

 Establish a contract for coaching the team leader. Describe your 
role and expectations of this partnership. It is best to have the team 
leader responsible for making the call to the coach at the scheduled 
time. The last thing you want to do is have to  “ chase ”  your team 
leader.  

 Coach the team leader for 2 months prior to the kickoff, if possi-
ble. If this is not practical, make sure the team leader is coached for 
at least two full 1 -  to 2 - hour sessions prior to game creation. These 
coaching calls can focus on the team leader ’ s individual challenges, 
his or her challenges with the team, or specifi c development of his 
or her coaching skills. 

 It is critical that the team leader experience what it means to be 
in a coaching partnership so that he or she can explain his or her 
personal experience to team members who may become discour-
aged during the process. You will want to summarize each session 
by asking for next actions and asking the team leader to explain 
what he or she has gained as a result of the session. 

 It is best to have coaching sessions (via phone is fi ne) at least 
weekly, even if they are for only 30 minutes each. Frequent, consist-
ent contact will help you build a fi rm partnership and also help you 
understand the daily challenges the team leader is encountering as 
you get close to the kickoff.  

 Get your calendars out and set tentative times for coaching calls 
that will occur before and after the workshop. Given that some 
dates will be months in the future, probably the best you can do is 
to reserve time on a given day of the week that will be the time for 
the group call.  

  Discuss the Organization ’ s Vision, Mission, 
and Mandates 

 Ask the team leader to summarize the organization ’ s vision, mis-
sion, and mandates. In preparation for this meeting, you should 
review any available public information by viewing the organi-
zation ’ s website and doing a cursory online search for the latest 
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news. Get as much insight as possible into the current climate of the 
industry or organization. Learn the most common acronyms that 
describe products, services, or the team members ’  positions. Find 
out more about their customers. Use the initial meeting to get as 
immersed as possible in the organization, keeping in mind you will 
have many more questions as Team Advantage unfolds. 

 Ask about any external factors may be infl uencing the team, 
including recent downsizing, leadership changes, pending mergers, 
or other changes.  

  Discuss Potential Roadblocks to Success 

 Ask the team leader to list the top fi ve challenges that could keep 
the team from succeeding in the coming months. Listen to the 
team leader ’ s language. In describing the team, does the team 
leader use language such as  “ high - performing — but they need 
to stretch ” ? Does he or she label the team with such terms as 
dysfunctional?  

 Whatever the team leader says about the team is a clue to how 
the team is perceived in the larger organization. Once the road-
blocks and labels are listed by the team leader, include those in your 
summary notes for inclusion in the theme report.  

  Review the Team Leader ’ s Assessment of Each 
Team Member 

 Get a brief summary of the performance of each team member. 
Ask the team leader to describe his or her relationship with each 
team member and ask him or her to point out any possible chal-
lenges. Ask the leader to discuss any internal confl icts among the 
team members and what he or she considers the possible cause of 
the confl ict. Ask the leader to identify any team member who may 
be underperforming or on any form of probation prescribed by the 
organization. 

 Learn how each of the team members functions during the day. 
Are they in cars, cubicles, with clients, connected virtually, or in a 
manufacturing setting?  
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  Review Sample Questions and Customize 
for the Team 

 Review the list of questions in Exhibit  B  with the team leader. These 
are questions you will ask each team member during your interviews. 
Those shown in the exhibit are just for starters. Ask what other ques-
tions the team leader would like to have answered and add those while 
deleting any that the team leader thinks are irrelevant to the team.    

  EXHIBIT B

Sample Questions for Assessment Interviews  

       1.   What are the current challenges for your team/division/organization that need to be 

addressed in the next 4 to 5 months?  

     2.   What personal value do you think all members of this team share? High sense of mission? 

Contribution? Adventure? Balance in personal lives? Leadership?  

     3.   What are your biggest concerns about the current productivity of your team?   

     4.   If you were given a magic wand to wave over your organization, what would have to 

change today?  

     5.   If you were to play a game related to the productivity of your organization, what kind of 

goals would you play for? Which one is big for you?  

     6.   What are the two top outcomes you wish to see as a result of the kickoff meeting?  

     7.   How would you defi ne a great team leader?   

     8.   What do you need from your leadership that you aren ’ t currently getting?   

     9.   How willing are you to play a game to address some of the issues you discussed? Use a 

scale of 1 to 5, with 5 being you ’ ll play hard and 1 indicating you don ’ t like games.  

    10.    “ Who ”  are you for others and what can you do for them? (for example,  “ I am a catalyst 

for action and my team can count on me to take action on specifi c actions. ”  Or,  “ I am a 

translator. I hear good intentions in every communication, and folks can count on me to 

mitigate confl ict. ”     
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  Review Sample Memo and Customize 
for the Team Leader 

 Review the sample memo in Exhibit  C  and customize for the team 
leader. This memo will be distributed to team members as an intro-
duction to what they can expect in the team interviews. It is very 
important that the team leader present the Team Advantage proc-
ess in a very positive light. The coach and team leader should agree 
on the date by which the team leader will send the memo so that 
the coach can begin scheduling the interviews. In addition to the 
memo, each team member should also receive a copy of the  Team 

Member ’ s Guide  at the same time.    
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  EXHIBIT C

Sample Memo for Team Leader to Send Prior 
to the Team Interviews  

 Date: [date memo is sent] 

 To: Staff (managers, world class sales reps, etc.) 

 From: [team leader ’ s name] 

 Re: Team Advantage  

 We have engaged [coach ’ s name], a professional coach, to work with the team to 

accomplish some of the goals we have been discussing recently. We ’ ll be using a 

process called Team Advantage. 

 The goal of Team Advantage is to achieve an extraordinary result through 

a highly participative process that will include a live workshop and a series of 

conference calls. 

 This team - building process is different from others that we have tried in that we 

will be coached through the process to overcome obstacles and implement the 

plan without the typical  “ I am too busy ”  excuse becoming a reason for not accomplish-

ing what we set out to do. 

 I am expecting this to be a fun event and to really energize the group beyond 

the off - site meeting that we have scheduled for [time and date and location].  

 As a start, [coach ’ s name] will be setting up a 20 -  to 30 - minute phone conver-

sation with each team member to assess our team ’ s needs. [She/He] will be shar-

ing the information with me in the form of a generalized theme report, so the 

specifi c conversations you have will be confi dential. You will see this report at 

the kickoff meeting. 

 I encourage you to share freely and to be specifi c about the changes you want 

to see and the things you think we need to address as a team. This will help us get 

off to a strong start. 

 Enclosed is a copy of Team Advantage  Team Member ’ s Guide . This is the tool 

that you ’ ll be using throughout the kickoff meeting and coaching sessions. Please 

take some time to review the  Guide  prior to the interview process. Refer to page 37 

in the  Guide  to help you prepare for the interview. Also, be sure to bring the  Guide  

with you to the kickoff session. 

 Thanks for participating in this program. I look forward to a successful meeting 

and to having some fun as we launch Team Advantage. 
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  Schedule Date and Location for the 
Kickoff Workshop 

 The kickoff workshop should be held at an off - site location, which 
will enable the team to focus on the tasks at hand. Schedule 2 full 
days for the workshop. If people need to travel from out of town, 
plan for them to arrive the night before the fi rst day, with departure 
fl ights after 5:00 P.M. on the second day.  

 Decide on the start and end times for each day ’ s activities. 
Finally, discuss what will be the proper attire for the day. Typically, 
Team Advantage participants are comfortable in business casual 
attire.  

  Review the Purpose of Coaching 

 Phase 3 is the coaching phase of Team Advantage. In - depth descrip-
tions of the coaching activities are found in the section describing 
Phase 3. During this fi rst meeting with the team leader, stress the 
following points regarding coaching: 

  The coach will be a committed partner to conveying a  “ coach 
approach ”  to how the team leader directs the daily activities 
of the team during Team Advantage.  

  The coach will keep the team and team leader on track 
throughout the Team Advantage process and invite the team 
leader to gain new perspectives and see new possibilities 
through frequent check - ins for shared observations.     

•

•

  Discuss the Payoff and/or Celebration Event 

 Phase 4 of Team Advantage is the Celebration. Spend some time dis-
cussing a potential payoff if the team achieves its extraordinary goal 
and wins its game. The payoff can be as simple as a dinner or pizza 
party, or you can use more elaborate prizes such as luggage or plane 
tickets. Get the team leader to start thinking about an appropriate 
payoff for the team that can be offered at the kickoff workshop.  
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  Summarize the Meeting 

 Confi rm that the team leader will be an active participant. It is criti-
cal that the team leader participate at a high level and be comfort-
able in allowing the coach to stop the action with the team and ask 
questions or make requests of the team leader in front of team. This 
will help create transparency in the process. 

 Next, summarize any action items that you have agreed to, reit-
erate the date by which the memo will be sent out, and confi rm the 
next time you will meet in person or by phone.    

  Interview the Team 

 The meetings with individual team members will help you get a 
complete picture of needs, intentions, themes, and expectations. 
These meetings can be held in person or by phone. You must ensure 
confi dentiality for any information you obtain during these inter-
views, and a sample script is provided in Exhibit  D  for use in set-
ting the stage with each team member. You will fi nd that most 
people are more than willing to provide information that will help 
the team move forward.  

 These interviews will also be helpful in establishing your role 
as the coach. Team Advantage is based on coaching, not training or 
consulting. It is important that participants understand this differ-
ence from the start. So you may ask a coaching question or make a 
request during the interview that will allow you to summarize that 
as a key skill. 

 You can also use the interviews to gather information on situa-
tions that could serve as examples for coaching. 

  Scheduling the Team Interviews 

 To schedule the interviews effi ciently, block out some time on your 
calendar on specifi c days. Send a list of available times to members 
in an e - mail memo or use scheduling tools found on the Web to 
establish your interview calendar. If you use a scheduling website, 
make sure that the team members are responsible for booking their 
time and rebooking any change through that system. 
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  EXHIBIT D

Sample Script for Conducting the Interviews  

   Begin the interview by saying  . . .     

 As you read in the introduction memo, we are going to be working together for the next 4 
months. During that time, you and your teammates will establish a game plan with an over-
arching extraordinary goal to create and achieve. There are four phases to the Team Advantage 
process that will help drive to this goal. These are: 

   Phase 1 — Pregame Preparation   

 This interview is part of Phase 1. I will be talking to every member of your team. 

   Phase 2 — Kickoff Workshop   

 We will be meeting on [date(s)] and will create a game plan as a team.  

   Phase 3 — Coaching the Game   

 After the workshop, there will be 12 conference calls over a 4 - month period. I will facilitate each 
call and serve as the coach for the team. 

   Phase 4 — Celebration   

 A payoff will be created for winning Team Advantage, and we will celebrate the achievements 
at the end of the process. 

 Today I need to gain a better understanding about how you see your role and what you 
need from your leader and the organization. This conversation will help me produce a theme 
report for you to use in framing your game and to create a team charter or code of conduct. It 
also gives me a chance to learn more about you and the team. 

 All your responses will be confi dential. The answers will be consolidated with all the infor-
mation I receive from your team, and we will do everything possible to ensure anonymity of all 
responses. 

 Do you have any questions before we begin?  
 If not, I am ready to begin. Just one more thing — I will be typing your answers as we talk, so 

if you want me to stop so you can sort an answer, or if you wish to take something offl ine until 
we are clear about how I will capture it, please let me know. Ready?  

[Begin asking the questions agreed to with team leader and recording responses.]

COACHFG.indd   39COACHFG.indd   39 4/10/10   7:44:28 AM4/10/10   7:44:28 AM



40 Team Advantage

 Give team members a deadline by which to claim their inter-
view slots. Having received the memo from their team leader and 
understanding the importance of the interview, team members typi-
cally respond promptly to your requests for scheduling. 

 Once the interviews are scheduled, be sure to e - mail a copy of 
the questions to each team member so that he or she can prepare for 
the interview. Plan to schedule about 30 minutes for each interview, 
with another 30 minutes set aside for summarizing the results.  

  Conducting the Interviews 

 Request that each team member call you, and ask that they are in 
a quiet place and ready to answer your questions. If they are on a 
mobile phone, make sure they are not driving during the interview, 
as you want their full attention.  

 An easy way to compile the results of the interview is to cre-
ate a Word document and record the answers under each ques-
tion during the interview. Let the team member know that you will 
be typing answers while he or she is speaking and that you will be 
capturing the essence of what he or she says. A disclaimer for 
using this approach is in the script.  

 The document will expand as you complete each interview. Be 
very conscious of any answer that could be easily tracked to a team 
member. You need to ensure confi dentiality of the responses. 

 A sample script for the interviews is shown in Exhibit  D .    

  Summarizing the Results 

 Your fi rst draft of the interview results may appear something 
like the sample shown in Exhibit E. A few examples of interview 
responses to each question are shown in the exhibit.     
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  EXHIBIT E 

 Sample Responses to Interview Questions  

       1.   What are the current challenges for your team/division/organization that need to be 
addressed in the next 4 to 5 months?  

         Smarter allocation of resources  

         Unfair management practices/biases  

         Customer - focused funds allocated 
for next year  

❑
❑
❑

         Share ideas, not be competitive  

         Head count addition where 
it ’ s needed (to generate 
sales)  

❑
❑

       2.   What personal value do you think all members on this team share? High sense of mission? 
Contribution? Adventure? Balance in personal lives? Leadership?  

         Money  

         A sense of contribution  

         Commitment to company  

❑
❑
❑

         Driven to achieve  

         Large amount of integrity  

         High need for affi liation  

❑
❑
❑

       3.   What are your biggest concerns about the current productivity of your team?   

         Increase head count (4 out of 5 said 
this)  

         We don ’ t have to like each 
other  . . .   but we need cohesion  

❑

❑

         Allocation of funds to match 
growth needs  

         Lot of room to grow in sales of 
some products  

❑

❑

       4.   If you were given a magic wand to wave over your organization, what would have to 
change today?    

         Change the administrative 
workload so we can resume our 
focus on the fi eld  

         Improvement in the managers 
communicating with each other  

❑

❑

         Share ideas and best practices  

         Confi dentiality  . . .   what we 
discuss in the group stays with the 
group  

❑
❑

     5.   If you were to play a game related to the productivity of your division, what kind of goals 
would you play for? Which one is big for you?  

         Lead the nation in a lot of areas 
now  . . .   lead the nation in all areas  

         To have a certain number of reps 
make quota/98% of reps make 
quota  

❑

❑

         100% of goal or quota going to 
110% of goal or quota  

                    We are the profi t leader on all 
products   

❑

❑

  

(Continued)
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  Team Readiness 

 At this point in the game prep, you have spent signifi cant time with 
the team leader and have interviewed every member of the team. 
You have a lot of information to digest and are assessing the team ’ s 
strengths and challenges.  

 Now take a few minutes to assess the team ’ s readiness to engage 
in a coaching partnership. Complete the form shown in Exhibit  F .   

 The checklist in Exhibit  F  will simply give you the fi rst glimpse 
into the readiness for your work in leading the process. Completing 

EXHIBIT E 

Sample Responses to Interview Questions (continued)

     6.   What are the two top outcomes you wish to see as a result of the kickoff meeting?  

         All participants become 
respectful of the group ’ s time 
commitments  

         Trust developed (8 times)  

❑

❑

         Improved communications about 
issues  

         Address the pain and keep the spirit 
of cooperation alive  

❑

❑

       7.   How would you defi ne a great team leader?  

         Leads by example  

         Models great communication  

❑
❑

         Good idea person  

         Desire for every person to succeed  

❑
❑

       8.   What do you need from your leadership that you aren ’ t currently getting?   

  

         Head count to match the quotas  

         A stern leader who doesn ’ t allow 
the group to mutiny  

❑
❑

         Need more access to all leadership  ❑

     9.   How willing are you to play a game to address some of the issues you discussed? Use a 
scale of 1 to 5, with 5 being you ’ ll play hard and 1 indicating you are not a fan of games.  

         5 (5 said)  

         4 (2 said)  

         3 (3 said)    

    10.   What can others from your team count on from you?  “ Who ”  are you for others and what 
can you do for them?  

         Training and development/Product 
knowledge  

         Ability to listen  

❑

❑

         Expertise in computer/Competitive 
issues  

         Open and direct  

❑

❑     

❑
❑
❑
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  EXHIBIT F

Team Readiness Assessment  

  Assessing the readiness for team coaching is an important foundational step.   
For the game to work effectively, the team must be ready, willing, and able to make changes. To help you assess 

the team, work through the following checklist. Using a scale of 1 to 5, with 5 being totally engaged and 1 being not 
ready (or does not exhibit), assign a number to each statement based on what you have determined about the team 
from the interviews. This will not dictate whether you run Team Advantage, but it will help you determine where to 
focus the initial coaching conversations.  

   Team Leader 

1.   Is the team leader  . . .   [Scale of 1 to 5]      

  Choosing to participate in this program?  ______
(If someone else selected Team Advantage as an intervention, rate this lower.)  

  Open to your questions? ______   

  Willing to reveal what she or he is learning? ______  

  Strong enough to hold the team ’ s attention during the process? ______  

  Capable of expanding the playing fi eld for the team to take risks? ______  

  Able to manage time, energy, and commitments? ______  

  Strategic in his or her approach? ______  

  Visionary? (able to convey his/her vision) ______  

  Capable of setting boundaries for his/her team in relation to confl icting demands? ______  

  Aligned with the organization ’ s values and mission? ______  

  A strong communicator? ______  

  Willing to suspend his/her  “ experience ”  and step into a beginner ’ s mind, to learn? ______  

  Genuinely willing to share power and authority with his/her team members? ______  

  Willing to look objectively at what is and is not working with his or her team? ______    

   Team Members 

2.   Are the team members  . . .        

  Ready for an extended team experience? ______  

  Willing to speak their minds and convey feelings? ______  

  Clear about the team mandate and performance goals? ______  

  Flexible? ______  

  Innovative? ______  

  Responsible for delivering agreed - on results? ______  

  Held accountable for performance by their leadership? ______  

  Able to identify and leverage their unique contributions to the team? ______    

   Organization/Culture 

  3. Does the organization  . . .        

  Foster coaching as an important element of career development? ______  

  Defi ne a leadership model or framework? ______  

  Have formalized developmental requirements? ______  

  Support healthy questioning of the status quo? ______  

  Have a track record for being innovative and cutting edge? ______  

  Show promise for expansion and growth? ______    

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓
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this checklist will help you identify openings for coaching and also 
potential challenges. As you rate each statement from 1 to 5, charac-
teristics of the team and team members will emerge. 

 Once you have completed this checklist, see if you can detect 
any themes. For example, perhaps it is becoming evident that the 
team leader avoids confl ict. If that is the case, the fi rst place to pre-
pare the team leader for Team Advantage is in gaining some com-
fort allowing confl ict and facilitating the conversation to look for a 
common understanding among team members. As the coach, you 
will be a model for language examples.  

 As you begin working with the team, use the highest numbered 
statements to enforce for the team members what is working and 
ask them what they will do to ensure that these statements will con-
tinue to be true during the coaching engagement.  

 Use the lowest numbered statements as the opening for coach-
ing to close a gap in preparation for the team coaching to be suc-
cessful. For example, if team members do not exhibit the trait 
 “ Ready for an extended team experience, ”  then look at what is 
needed to help them get to the point at which they are ready. What 
do they need to add or subtract in the way of processes, attitudes, 
or behaviors that will help them become successful in the coach-
ing process? Choose the most apparent defi ciencies and begin your 
coaching work around these traits.  

 For example, the team members may appear to be really nice, 
but they hesitate to speak their minds with each other. You have 
listed that as a 5 in the checklist. Make sure you capture that in the 
theme report as an item to be addressed during the Team Charter 
process for how they will work to become more transparent.  

  Prepare the Theme Report 

 Summarize the responses from the team interviews and your con-
clusions from the Team Readiness Assessment in a theme report 
that you will share with the team leader. Write the report with the 
expectation that it will eventually be read by all team members at 
the kickoff workshop. 

 A sample theme report is provided in Exhibit  G .    
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  EXHIBIT G

Sample Theme Report  

 Date: 

 To: The XYZ Team  

 From: Coach [your name here] 

 Re: Summary of Team Advantage Interviews and Team Assessment 

 This report is a summary of your responses to the interviews and is meant to give you and the 
team leader a candid view of current perceptions and needs. This report is intended to help 
you get a quick start during the kickoff of Team Advantage game. As you read through this, 
consider and note: 

  Any requests for agreements you wish to make with teammates as you create your team 
charter — or code of conduct. This will set the stage for how you work together going 
forward.  

  The team ’ s readiness level to engage in this process  

  The high - level goals and objectives for a  “ game plan ”  you will co - create.   

  Any obvious extraordinary goal that is worth creating a game plan to achieve.    

 The following is a summary of substantive themes: ( Note:  This is just a sample of types of 
comments you might write in the report)   

     1.    Leadership —  From the team interviews, it appears there is a foundation of trust for the 

team leader, [name]. She/he is always accessible and consistently encourages you to 

stretch your thinking. You ’ d like to see [team leader name here] set growth plans for your 

careers in the process of giving biannual performance feedback and better explain what 

he/she could see you doing in the future and how he/she plans to help guide your career 

to that level. As a group, you also identifi ed areas where the  “ boss can be perceived as 

playing favorites and avoiding confl ict. ”      

     2.    Culture  — You are all concerned about making the integration of the newly merged sales 

and leadership teams smooth and aligned, keeping the integrity and entrepreneurial spirit 

of the team intact. Although you are willing to include best practices and systems from 

your past, it is clear that most of you express strong emotional views about the cultural 

legacy you represent in this merger.   

     3.    Clarity  — You need more role clarity in two ways: (1) priorities around training and 

alignment — you want to know what you are empowered to do and where the boundaries 

are, and (2) around roles within the organization and how they are changing. Some of you 

want more clarity and defi nition to more effectively communicate and execute strategies 

and goals with those you lead.   

•

•

•

•

(Continued)
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EXHIBIT G 

Sample Theme Report (continued)

     4.    Challenges and Roadblocks  — There are two big challenges to productivity that you all 

wish to address more fully while creating the game plan. These are the two that consistently 

emerged in our conversations:  

  Reporting and Tracking — This is a systemic problem that needs to be overhauled and/or 
re - created. All team members believe that the software system that tracks sales is too com-
plex. Seems you all inherited an antique!  

  Contracting — The team has strong opinions that government regulations are being mis-
interpreted by your customers and that there is an opportunity to educate customers 
about the new laws in your marketing.    

     5.    New Product  — The portfolio is changing because of Wall Street pressures. You all see 

amazing opportunities with the new Wiki product, but are not clear about all of its 

applications. The game creation will need to address how to move this product.  

     6.    Alignment —  Several comments were about company mandates and your lack of 

alignment with those. Though you all have the intention of being aligned with each other, 

this division can feel off - track for the overarching company mandates. The team is often 

considered to be  “ renegade ”  as compared with other divisions. Team members seem to 

avoid discussing this with each other, but you wear this label with pride when discussing 

with employees and friends outside this team.   

     7.    Communications  — You are ready to streamline and execute more consistent 

communications across the company, including the reporting system for what ’ s important 

to measure and monitor. Most of you also felt confi dent about communicating within 

the team, but wanted more prioritization for the many competing mandates and 

responsibilities.   

     8.    Readiness for Engaging in the Process  — Three members said they were a 3 on a scale 

of 1 to 5, with 5 being ready to play hard. Two said they were at a level 4, and fi ve indicated 

they were at a level 5, ready to go. This is just a note for now, indicating that team members 

are in various states of readiness to participate. Some skepticism is good to provide a 

litmus test for the big ideas. This will be discussed in more detail during creation of the 

Team Charter.    

•

•
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  Share the Report with the Team Leader 

 Meet again with the team leader at least a few days prior to the 
kickoff meeting to share the results of the interviews. The results 
may alter your initial strategy for the process or alert you to some 
possible pitfalls with the program you have planned. Be sure to 
maintain confi dentiality with the results from your interviews, but 
share your assessment of the team. Build trust with the team leader 
by demonstrating your integrity and respect for all members of the 
group.  

 Plan to spend at least 2 hours on this meeting, and be prepared 
to give sound, specifi c (but not source - revealing) feedback based on 
the responses you captured in the summary theme report. Cover 
each of the items in the report and open the discussion by giving 
the team leader a chance to respond to each item. 

 Clarify any questions after the team leader digests the report 
and ask if there are any misconceptions he or she wishes to address 
with you. If so, ask what he or she wishes to add or subtract in the 
theme report before it is shared with the entire team. But remind 
the team leader that the more transparent he or she is, the stronger the 
platform will be set for everyone to become more open with each 
other.    
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  Phase 2 — Kickoff
Workshop 

  Key Elements of the Kickoff Workshop 

 The purpose of the kickoff workshop is to establish the extraordi-
nary goal as well as the tactics and strategies to achieve that goal 
over a 4 - month period. It is the  “ forming ”  stage of Team Advantage. 

 There are four objectives of the workshop: 

  Experience playing together (as a means of learning together).  

  Create a team charter.  

  Establish the extraordinary goal and capture the actions that 
will achieve that goal.  

  Set the groundwork for the coaching/facilitation process.    

•

•

•

•

 The kickoff workshop is your opportunity to observe the dynam-
ics of the team. Listen intently and identify sources of all challenges 
that may occur within the team and with their external environment 
(other departments, home offi ce, clients, competitors, etc.). Look for 
clues that indicate potential or actual breakdowns. Observe person-
ality styles. Who plays fully and who doesn ’ t? Who will be diffi -
cult to work with? Who will make sure the team wins, regardless of 
circumstances? 

 Design the agenda to be experiential and thought - provoking. 
You want the team to leave the workshop with clear, tangible, and 
introspective thoughts about how they will need to change, adapt, 
and grow in order for the Team Advantage process to be successful. 
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 This Guide includes plans for 1 -  and 2 - day agendas for the kickoff 
meeting. It is  highly recommended  that 2 days be set aside for the kick-
off workshop. Although smaller teams may be able to accomplish 
everything necessary in 1 day, any team with more than six mem-
bers will likely need 2 days. Larger teams need time for each person 
to express opinions and contribute during the creation of the game. It 
allows more opportunities for interaction, storytelling, and develop-
ment of ownership in the game plan. 

 Exhibits H and I are sample agendas for the preferred 2 - day and a 
1 - day kickoff workshop. Step - by - step instructions for conducting 
a 2 - day workshop begin on page 53.    

  Establishing the objectives for the day  

  An opening exercise that promotes teamwork  

  Developing the concept of an extraordinary goal (as dis-
tinguished from  “ ordinary ”  or  “ expected ”  performance), one 
that creates a big gap!  

  Brainstorming the team ’ s needs based on the theme report   

  Creating a team charter  

  Framing the Team Advantage process  

  Creating an extraordinary goal  

  Clarifying what team coaching is (i.e., your role)  

  Naming the process (this rallying cry makes it fun!)  

  Setting up a point system  

  Obtaining agreements    

•

•

•

•

•

•

•

•

•

•

•

 The coach leading the program can customize the structure of 
the workshop, but the key elements listed here must be included in 
order to have a successful kickoff: 
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  EXHIBIT H

Team Advantage Kickoff Workshop: Sample 2-Day Agenda  

   Day 1 

  8:00 Breakfast/Social Time  

  8:30 Introductions and Objectives  

  9:00 Team - Building Game  

  9:40 Share the Theme Report   

  10:00 Break  

  10:15 Create a Team Charter  

  11:45 Ordinary vs. Extraordinary  

  12:15 Lunch  
    Ask the question,  “ What would be an extraordinary accomplishment for this 

team? ”  Challenge the team to discuss this question during the lunch break.  

  1:00 Creativity Activity (optional)  

  1:15 Create the Game Plan  

  2:45 Break  

  3:00 Create the Game Plan (continued)  

  4:00 The Extraordinary Goal  

  4:15 Wrap - up    

   Day 2 

  8:30 Group Exercise  

  9:00 Continue to Synthesize  

  10:00 Break  

  10:15 Small - Group Presentations  

  11:15 Name the Game  

  12:00 Lunch  

  1:00 Individual Game Plans  

  1:15 Fast - Forward Focus  

  1:45 Role of the Coach  

  2:15 Break  

  2:30 Agreements and Logistics   

  3:00 Who are you for others, and what can you do for them?  

  3:30 Wrap - up     
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  EXHIBIT I

Team Advantage Kickoff Workshop: Sample 1-Day Agenda  

 There are several key differences between the 1 - day and the 2 - day agendas. The following 
items have been eliminated: Breakfast, Team - Building Game, and the Creativity Activity. Many 
other sections have been shortened; the time reductions are noted on the agenda below: 

  8:00 Introductions and Objectives [reduced from 30 min to 15 min]  

  8:15 Share the Theme Report [reduced from 20 min to 15 min]  

  8:30 Create a Team Charter [reduced from 1 hr 30 min to 1 hr]  

  9:30 Break  

  9:45 Ordinary vs. Extraordinary  

  10:15 Create the Game Plan  

  11:45 Lunch  

  12:30 Create the Game Plan (continued) [reduced from 1 hr to 30 min]  

  1:00 The Extraordinary Goal  

  1:15 Continue to Synthesize [reduced from 1 hr to 45 min]  

  2:00 Break  

  2:15 Small - Group Presentations [reduced from 1 hr to 45 min]  

  3:00 Name the Game [reduced from 45 min to 15 min]  

  3:15 Individual Game Plans  

  3:30 Fast - Forward Focus  

  4:00 Role of the Coach [reduced from 30 min to 15 min]  

  4:15 Agreements and Logistics [reduced from 30 min to 15 min]  

  4:30 Who Are You for the Team? [reduced from 30 min to 15 min]  

  4:45 Wrap - up    
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  Workshop Facilitation 

 Facilitation guidelines for the 2 - day format are detailed below. 
If you choose to lead a 1 - day version, you will simply modify the 
script per the 1 - day agenda, with a few items being skipped and 
others shortened. 

  DAY 1 

  8:00 Breakfast/Social Time (estimated time: 30 min) 

 Have the group arrive in the workshop room at least 30 minutes 
prior to beginning the session. In some instances, this will be your 
fi rst opportunity to meet many of the team members in person. It 
is always fun to connect faces with the voices of those whom you 
have interviewed by phone. Use this time to greet each team mem-
ber and begin connecting with them on a personal level.  

 A light breakfast can be served, depending on the organization ’ s 
policies. If possible, make sure the meeting coordinator orders light 
snacks for access throughout the day, as the team will be using a lot 
of mental energy. 

 [ Note:  If schedules allow, hosting a reception or dinner the night 
before the kickoff workshop is recommended. This type of setting 
gives the coach more time to bond with team members in a social 
setting.]  

  8:30 Introductions and Objectives (estimated time: 30 min) 

 Begin the day by introducing yourself to the group. If you are cofa-
cilitating, provide time for your counterpart to introduce himself or 
herself as well. Since Team Advantage revolves around the concept 
of a  “ game, ”  an effective introductory exercise is to have everyone 
introduce themselves in the context of a game they have played. Go 
around the room and ask the team leader and each team member to 
frame their introduction as follows:   

 In introducing yourself, tell us something about you that none of 

your teammates know about you. And, tell us what your favorite 

game was as a child and why.   
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 This introductory exercise is fun and gets the group off to a great 
start. Given that most of the team will already know a lot about 
each other, this usually creates some surprises that may be funny 
and also help create a sense of trust in the room. By asking them 
to describe their favorite games, you also establish the concept of a 
game as something that brings out fond memories of their past. 

 After each person has introduced himself or herself, briefl y 
review the objectives and the workshop agenda.  

  9:00 Team - Building Game (estimated time: 40 min) 

 Time to play a game — a short experiential exercise that is designed 
to yield the following outcomes: 

   Promotes fun!  Remember, this is going to be a  game,  and the 
opening exercise needs to establish  “ fun ”  at the very begin-
ning of the program.  

   Promotes teamwork.  The exercise must be one in which all team 
members participate in order for the result to be successful.  

   Allows the team to observe each other ’ s strengths and the diverse 

styles of learning and communicating.   

   Demonstrates communication challenges.  The exercise should 
highlight communication challenges and breakdowns. Did 
team members share ideas? Did team members help each 
other overcome obstacles?    

•

•

•

•

 Process the exercise in a way that will produce the desired 
outcomes. If the exercise is well designed and well executed, you 
will fi nd yourself referring to the outcomes frequently during the 
workshop. 

 In Appendix A, you will fi nd a selection of proven games to 
choose from. There is also a list of books of games if you want to search 
for alternatives.  
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 The recommended games in the Appendix can all be played in 
30 minutes or less. Each of the games should help you accomplish 
some of the following goals: 

  Provide a metaphor for teamwork that you can draw on 
throughout the Team Advantage process.  

  Create a need for a high level of communication.  

  Allow for problem - solving.  

  Highlight team members who are more assertive and actively 
take leadership roles.  

  Highlight the need for planning and introspection before pro-
ceeding on a task.    

•

•

•

•

•

 Set the ground rules for the game as specifi ed in the instructions 
and then step back and observe. You may want to have a notepad 
available to record your observations. 

 After the game concludes, debrief with the team using some of 
the prompting questions provided in the instructions. 

 Direct the team members to page 20 of the  Team Member ’ s Guide  
to record any notes on what they learned from the game simulation.  

  9:40 Share the Theme Report (estimated time: 20 min) 

 Following the interviews with the team members, you created a 
theme report that was shared with the team leader. Now, distrib-
ute copies of the report to every team member. Give them time 
to review the report and highlight any information that they fi nd 
insightful, surprising, or that they may question.  

 Suggest that they use page 21 in the  Team Member ’ s Guide  if they 
want to record their thoughts.  

  10:00 Break (estimated time: 15 min) 

 Now is a great time for a break. Expect a lot of casual discussion 
about the game and the theme report. Observe the interactions dur-
ing the break.  

COACHFG.indd   55COACHFG.indd   55 4/10/10   7:44:34 AM4/10/10   7:44:34 AM



56 Team Advantage

  10:15 Create a Team Charter (estimated time: 90 min) 

 It is critical that the team members agree on how they will work 
together. They need to establish  “ rules of engagement ”  that they 
feel are important to success. 

 There are a number of ways to get the team members to create 
the charter. You may just ask them to brainstorm the list as a group 
and record their responses. It is important that you spend the time 
to really fl ush out what the group members mean by statements 
such as,  “ We will always tell the truth ”  or  “ Be honest, ”  because 
these phrases often mean different things to different people. You 
can be assured that whatever shows up are the items that the team 
most needs to address.  

 Creating a team charter can be a messy process. This will test 
your coaching and facilitation skills and also allow you to see how 
the team members work together to reach consensus. 

 Begin the process by explaining the purpose of a team charter. 
Use language such as:   

 You are now going to spend some time developing what we call a 

 “ team charter. ”  The team charter is a way to document agreements 

that you have with each other. How you are going to be with each 

other. How you will function as a team. The team charter is simply 

a collection of statements or conditions that outline how you will 

function effectively as a team. It is your document. It can include 

anything that you as a team agree is needed. It could include 

statements on how you will communicate, how you will share 

information, or even how you will celebrate. Page 23 in the  Team 
Member ’ s Guide  provides space for you to take notes during this 

process.   

 An effective way for the team to create the charter is to break into 
subgroups. Depending on the size of the team, create smaller 
groups of three to four people and provide each group with a fl ip 
chart and markers. Give them 15 minutes to brainstorm what will 
be in the team charter. 

 After 15 minutes have passed, ask a representative of each group 
to review what the group created. At a blank fl ip chart, assign one 
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person to scribe the elements of a team charter that appear to be 
common among all the groups. Most likely, themes will emerge and 
the group will begin to move toward consensus. 

 After creating this summary of themes, open the discussion to 
the entire group and ask whether there need to be any additions, 
deletions, or modifi cations to the charter. Post the fi nal document in 
a prominent place in the room and remind the group that the char-
ter can be amended at any time during the workshop.  

 Any brainstorming or facilitation method that leads to the crea-
tion of the team charter is acceptable. Use a method that you feel is 
most effective for the team and one with which you are comfortable. 

 The team charter will be a document that you will refer to often 
during the course of the program. It serves as a  “ conscience ”  for the 
team and will help bring them back on track if their relationships 
with each other begin to disintegrate. The team charter will be one 
of the fi rst pages in the game plan. Appendix B includes a sample 
game plan with a team charter. 

 Once the team charter is complete, have each team member sign 
the fl ip - chart version to acknowledge his or her commitment.  

 A sample team charter is shown in Exhibit  J .    

  EXHIBIT J

Example Team Charter — Rules of Engagement  

  We  . . .     

  Speak directly and respectfully, saying what we mean in a way that it can be heard and 
accepted.  

  Create an inclusive culture within the larger organization that fosters collaboration.  

  Are open to all that is possible and are willing to explore opportunities.  

  Actively listen to others, assuming positive intent.  

  Are intentional about recognizing the people who contribute to innovative thinking and 
unique stakeholder partnerships.  

  Create an environment that cultivates sharing best practices and supports those seeking 
guidance on opportunities and challenges.  

  Contribute in a manner that makes our collective success more important than our indi-
vidual successes.  

  Keep the customer at the center of  all  our discussions and decisions    

•

•

•

•

•

•

•

•
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  11:45 Ordinary vs. Extraordinary (estimated time: 30 min) 

 It is important to begin challenging the team to create a goal that 
will be truly extraordinary. In this segment of the workshop, a facil-
itated discussion of the distinction between ordinary and extraordi-
nary will help to generate constructive discussion. 

 Write on one fl ip chart: 

   Ordinary =  Expected or Same (You may also substitute Status 
Quo for Ordinary.) 

 Write on a second fl ip chart: 

 Extraordinary = Beyond the expected or known 

 Direct the team to page 24 of the  Team Member ’ s Guide,  where 
there is space for them to take notes for this exercise. 

 Explain to the group that identifying the status quo or cur-
rent level of performance (even if it is really good) is the fi rst step 
toward selecting the team ’ s potential extraordinary goal. Discuss 
briefl y some of the expected performances of this team.  

 Take one of the team ’ s current mandates — an expected level of 
performance — and write it on a fl ip chart that is labeled  “ Ordinary. ”  
Then ask the team members to identify anything they can imagine 
that they need to add or remove to have the experience of achiev-
ing it become extraordinary and record their ideas on the fl ip chart 
labeled  “ Extraordinary. ”  

 Ask,  “ What can you imagine doing differently that would be 
more exciting relative to this current way of operating? ”  

 Through this exercise you are identifying what we refer to as 
 “ gaps ”  between ordinary and extraordinary. Gaps, as used in a 
coaching experience, can be described in three ways: 
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  Mandated — a gap that is established, sometimes arbitrar-
ily, by a company or a manager. (An example would be the 
budget increase for the coming year, for which someone out-
side the team mandates that 10% will be added to the current 
revenue projections for the next 12 months.)  

  Existing — a gap that exists naturally because of a recognized 
need to do things differently. (An example would be the 
creation of the cell phone industry to address the gap of 
mobile communication needs.)  

  Created — a gap that is created to generate something extraordi-
nary. (An example would be Kennedy ’ s challenge to put a man 
on the moon by the end of the 1960s when the technology did 
not exist, or in the case of some of the games we have played, 
 “ to eradicate a disease state ”  creates a really big conversation 
about the power in possibility, about doing something signifi -
cant in the world.) Big ideas, extraordinary ideas, are created out 
of someone ’ s imagination or a team ’ s generation of possibilities.     

•

•

•

 Now it ’ s time to start uncovering the real needs of the team. 
You probably have a good idea of these needs based on the initial 
meetings with the team leader and the individual interviews with 
team members. But it is a valuable exercise to see what the team as 
a whole will generate.  

 Ask:     

  “ What can you imagine this extraordinary team doing in the 

next 4 months that would make everyone in the company say —

 WOW? ”    

 List all their ideas on fl ip chart. 
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 Then ask:      

  “ What do you need to become an extraordinary team? ”    

 List all those ideas on fl ip chart. 
 Identifying what the team needs to address based on the informa-

tion from the theme report and the team charter will help to  “ estab-
lish a gap ”  that might become the extraordinary goal. By establishing 
where the team is and where they want to be, a gap is created.  

 Bridging the gap is a good place to begin the brainstorming ses-
sion, again with you asking what needs to be added or removed. 

 Some typical needs that may result from the brainstorming ses-
sion include ideas such as:   

  Better communication  

  Cutting costs  

  More customers  

  Higher profi t margins  

  Reorganization  

  More people  

  More recognition from above  

  More time    

•

•

•

•

•

•

•

•

 The results of the brainstorming session will help you determine 
specifi c strategic drivers the team will need to address as it crafts the 
game plan.  

  12:15 Lunch (estimated time: 45 min) 

 Allow at least 45 minutes for lunch. Keep the lunch break light 
and conversational. Too many folks work through lunches and 
don ’ t take time to connect. Taking time out for lunch is essential to 
the notion of this being a game and should be energizing for the 
team/participants. 
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 Be sure to spend a few minutes with the team leader and do a 
quick evaluation on the morning activities. Ask the leader: 

  Were there any surprises?   

  Do you have any insights to offer on members of the group 
or in how the process unfolded in the morning?   

  Any suggestions?   

  Are you pleased with the process and how the team is 
playing?   

  Do you have any questions or requests?     

•

•

•

•

•

  1:00 Activity to Prompt Creative Thinking (Optional) 

(estimated time: 15 min) 

 [ Note:  Full directions can be found in Appendix A.] 
 A great exercise to start the afternoon is But vs. And. This 

improvisational game sets the stage for team members to catch each 
other being the  “ yes, but, ”  person who always throws cold water 
on hot ideas. It also brings awareness to how energizing it is to have 
a  “ yes, and if we did that, we might also do this ”  type of conversa-
tion. Both will be important.  

 Those who are always looking at the  “ but ”  will add value, as 
they keep things from bouncing too far off the wall. Stress to the 
group that when you brainstorm, you want to fi rst generate big 
ideas and then bring it back to being something that feels more 
real — a big goal that will be compelling but will also be something 
everyone can buy into.  

  1:15 Create the Game Plan (estimated time: 2 hr 45 min, 

including 15 - min break) 

 Introduce the concept of creative CHAOS. This acronym stands for: 

  C reate,  H one,  A dd,  O rganize,  S ynthesize, and  S core 

 This is the brainstorming format that you will follow, and it can 
get messy. Stay with it! This is where your presence as a coach will 
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be felt. You will need to hold the space for the team members to stir 
their ideas, encourage them to be silly and playful, think outside 
their mental boxes, and stay engaged in a  “ yes/and ”  conversation. 

 Set the process up by saying something like this:     

 This next part is going to be messy. We are going to work through 

a brainstorming process that starts with a big funnel of ideas and 

sifts them to actionable items. We will fi rst attempt to identify the 

extraordinary goal.  

 We may or may not surface that goal with our fi rst attempt, so 

we are going to work to get close and then move to identify the 

team ’ s challenges that can be addressed through establishing 

other game goals and action items that, when handled, will drive 

you to achieve Team Advantage extraordinary goal. Sometimes 

identifying these challenges will help to ascertain the extraordinary 

goal. This brainstorming is most easily done by identifying 

large categories of what we call  “ strategic drivers. ”  The team 

then determines the specifi c goals and actions that fi t under each 

strategic driver and lead to the overall extraordinary goal.    

  Create 

 Keep the entire team together and brainstorm the most extraordi-
nary goal they can imagine playing for. It needs to be bold. If it feels 
ordinary to you, simply ask:   

  “ What would make this goal even more extraordinary? ”       

 Stay with the process until you can sense the energy shift. You 
will notice that team members will begin to say phrases such as: 
 “ Now that would be a cool thing to play for, ”  or  “ Yeah, and if we did 
that, we would all go on the company ’ s big incentive trip this year. ”     

 Listen to see what really excites them and stay in the brainstorm-
ing conversation, continuing to list their big ideas until you see the 
team connecting to the one that might become their game goal. 

 Once the goal is agreed on, write it on a fl ip chart and post 
the fl ip chart so it can easily be referred to throughout the rest of the 
workshop. 
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 Next, capture the challenges the team has been discussing. These 
may be things that appeared in the theme report or other issues that 
have surfaced during the day.  

 Examples might be: 

  Gaining stakeholder buy - in   

  Getting marketing to complete the launch of the new product  

  Managing our internal communication  

  Launching a Leadership University to promote better 
development opportunities  

  Getting the new product to market fi rst and fastest — lead the 
country    

•

•

•

•

•

 These broad categories of ideas are the strategic drivers. Once the list 
is complete (typically, 7 to 12 strategic drivers), see where the headings 
might duplicate efforts. Can any of the items be collapsed into one? 

 The ideal number of strategic drivers is between 5 and 7. Once 
this list is complete, you will move into the next step. 

 Take a short break here to stretch and reenergize. Prepare for the 
next round of brainstorming by writing the strategic drivers — one 
each on a fl ip chart — for the team to focus on while it is in the proc-
ess of Team Advantage.   

  Hone 

 Pull the group back together from the break. Get them ready for the 
honing process by saying:   

 While you were on break, I refi ned the list of potential strategic 

drivers, putting one on each fl ip chart. These will become the 

categories of activity that drive the team to the extraordinary goal. 

Who will take responsibility for listing actions that the team can 

take to address this challenge [referring to one fl ip chart] during 

the game? The objective of this next step is to have you write the 
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specifi c game goals and actions you want to take to make this a 

strategic driver worth including. Refer to page 27 in your  Team 
Member ’ s Guide  if you want to take notes.   

 Repeat this instruction for each fl ip chart until you have a volunteer 
taking responsibility for managing every chart. The most obvious 
person usually fi nds his or her way to each fl ip chart.  

 If you have a small team, there may be more fl ip charts than 
there are people on the team. In this case, it may be effi cient for the 
team to work on one or two strategic drivers at a time until they all 
are thoroughly addressed. 

 Now ask the remaining team members to move from fl ip chart 
to fl ip chart and offer their ideas for actions to address the listed 
challenge. Use the following instructions:   

 Once you feel you have shared your ideas for the strategic driver 

you start with, feel free to move to other charts to share your ideas. 

Keep moving until you have contributed to or agreed with the ideas 

that are listed. These will become your game goals and the specifi c 

action items. So you will want to make sure you can measure 

them — that they are SMART.   

 Take a few minutes to review what criteria must be met for a 
goal to be SMART. 

 Using a fl ip chart, scribe the acronym SMART and review the 
signifi cance of each letter: The goal must be: 

   S    Specifi c and clearly defi ned.  

   M     Measurable; the team will know when it has achieved the 
goal.  

   A    Agreed on by everyone on the team and achievable.   

   R     Real; meaningful and within the constraints of resources 
available to the team.  

   T     Time - bound; within the 16 weeks, what milestones will 
happen, by when?    
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 For example, the team has identifi ed a need to propose the new 
product to more customers. The SMART goal might be:   

 Propose the new product to 50 new customers by April 30.   

 Allow team members to take the fl ip charts anywhere they like. 
They can move to a corner of the room, out into the hallway, or in 
any working space they fi nd. You will want to walk from group 
to group and check on their progress and challenge them to really 
stretch thinking and deliverables. 

 Remind them to:   

 Write everything you can imagine doing to address this challenge. 

Make the list exhaustive at fi rst and then determine the goals and 

actions that are really extraordinary efforts to drive the team to 

play at the highest level .  The entire team will get an opportunity to 

review each listed goal and action and may or may not consider the 

actions to be truly extraordinary efforts. So be sure to consider that 

when determining the action items.    

 An example of what a fi rst draft fl ip chart may look like is 
shown in Exhibit  K .   

 Once the fl ip charts are complete, bring them all back to the 
large group for presentation and sign - off by the team. Each person 
who took charge of a fl ip chart in the fi rst part of this exercise will 
present his or her fl ip chart. The team can then indicate whether 
there is complete buy - in or ask questions if the challenge or any of 
the related actions is not clear. 

 Stay in this process until the team is clear and excited about each 
of the action items. 

 Refer back to the extraordinary goal and determine whether 
these actions will lead to achievement of that goal and if there are 
others that need to be included.  

 For example, if the extraordinary goal is to  “ Launch our new sig-
nature product 60 days early, ”  will the identifi ed strategic drivers, 
game goals, and action items move the team to reach this target? If 
not, ask the team to identify any missing actions and complete the 
same exercise for those, listing more SMART goals, if appropriate.  
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 This is another place where you demonstrate total presence as 
a coach. Be aware of your breathing, your body language, your 
humor, and your patience level. Stay centered by breathing deeply, 
and sharing any observations you have about the team in the proc-
ess of creation. You might explain that  “ creation is truly messy and 
often takes a while up front to gain buy - in. ”  Stay in the messy crea-
tive process until the game goals and action items are completely 
honed and everyone is ready to move to the next step. If they want 

  EXHIBIT K

Sample Strategic Driver with Goals and Action Items  

  Better Manage Our Communication  

   How we communicate now 

  E - mail  

  Voice mail  

  Texting  

  Conference calls  

  Face - to - face meetings  

  Once/month    

   How can we do it better? 

  Coordination  

  Eliminate useless chatter  

  Respect each other ’ s time (add to team charter?)    

   Ideas 

  Codify e - mails by level of importance (by when, who will do this)  

  Appoint a  “ meeting wizard ”  on each product team who will coordinate biweekly face - to -

 face meetings, set the agenda, facilitate the meetings (who, by when)  

  Set rules for different types of communication modes  

  Meet more often  

  Meet less often    
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to move on quickly, or give up, facilitate a simple conversation 
around this question:   

 What happens in the company when an idea, direction, system, or 

promise is not fully cooked, and team members have not bought in?   

 Encourage the team to stay with it until the full team is satisfi ed 
and ready to move on.  

  Add 

 Remember, you are creating a game, and in a game, you keep score. 
Begin moving toward creating a game plan by asking the group to 
look at the strategic drivers they have created. How many points 
would they assign to each category? 

 Some teams attempt to create a game that is made up of 100 
points. Although this is a nice round number, it is often diffi cult 
to force a complicated game into such a tidy number of points. 
Another approach is to look at the strategic drivers and assign each 
an equivalent number of points based on their importance. And 
under each driver, smaller numbers of points are assigned to the 
specifi c game goals and action items based on the relative ease or 
diffi culty with which they can be completed. We suggest you sim-
ply assign 1 point per goal and/or action item and start there. If 
there are goals that are worth more for completion the team can add 
any number it wishes wish to add. It is, after all, the team ’ s game 
and you want members to take full ownership. 

 At this point in the process, you need only to come up with a 
rough idea of the points assigned. The next step will be to fi ne - tune 
the plan.  

  Organize 

 Now it ’ s time to begin organizing the plan by fi ne - tuning responsibil-
ities and the specifi c actions needed to reach the extraordinary goal. 
Break up the team into small groups, each assigned to one of the fl ip 
charts containing the main ideas. The person who initiated the crea-
tion of each fl ip chart will most likely lead that specifi c group. 
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 Exhibit  L  shows an example of how one strategic driver might be 
fl eshed out. Tell the team members they can see an example of a fi n-
ished plan on page 30 of the  Team Member ’ s Guide.     

  Synthesize and Score 

 The synthesizing process requires the team to start boiling down 
all the ideas and to prepare to develop a fi nal game plan. This fi ne - 
tuning can take some time. Explain that when the team arrives at 
this point, there will also be a lot of fl ip - chart paper posted around 
the room or on the fl ip easels.  

  EXHIBIT L

Sample Strategic Driver, Game Goals, and Scoring  

 Here is part of a game plan showing action items that will account for 40 points of a 200 - point 
game. 

     Action Item      Who Manages?      Goal Date      Points 

Assigned   

   Points 

Scored   

    Strategic driver: Improve reporting 
and tracking data to support sales 
efforts  

                

    1.  Identify a new software platform to 
monitor sales  

  Mary    1/31    5      

    2.  Receive team input before making 
fi nal decision on purchase  

  Mary    2/15    5      

    3.  Finalize contract for the new 
system  

  Gene    2/27    5      

    4. Enter all data into new platform    Bill    3/20    10      

    5. Full implementation of system    Sarah    3/27    5      

    6.  Identify top 100 customers by sales 
volume  

  Sarah    3/31    5      

    7.  Reassign territories based on the 
revised tracking data  

  Gene    4/15    5      
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 Later (during the small - group presentations), you will ask those 
who were responsible for working on each strategic driver to present 
their fi rst draft of their portion of the game plan to the larger group. 
Once the actions are presented for that item, the group will discuss 
what they want to keep, add, or delete. The team will repeat the proc-
ess with each strategic driver until the group is satisfi ed with this 
working stage of the plan. Explain that this is a work in progress until 
the team begins to play the game over the fi rst few weeks, so there will 
be time to add and/or delete items along the way. But at some point 
the team will need to commit to all the components of a specifi c plan.  

 Tell your group that the process of synthesizing the plan is 
a bit like (choose a metaphor below or make up one that best fi ts 
audience)   

  Painting a basketball court in a gym and mounting the baskets 
at just the right height. In the early stages of the game, the bas-
ket was mounted to the side of a barn and as the game was 
refi ned and the players evolved, the baskets were adjusted, 
the free throw line established, and, in recent history, a 3 - point 
zone created. Some rules are static and some evolve. The same 
thing will be true in this game - plan creation. The goal in this 
exercise is to establish the foundation of the game plan.  

  An artist intent on preparing a canvas for the masterpiece he 
or she wants to paint. The artist fi rst sees it in his or her eye, 
chooses the size canvas, prepares the canvas so it will sustain 
the paint, sketches the placement of the major focal points, 
and begins painting. Gaining perspective as they go, artists 
paint, add, and change colors until they have completed the 
work. Synthesizing is paramount to getting the game plan in 
place—including steps such as preparing the canvas, sketch-
ing the focal points, and beginning to paint. It may be a bit 
messy, but the goal in this exercise to have a strong, working 
document — a place to start and to accelerate the completion 
of your masterpiece.    

•

•
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 Scoring gives the team a guideline to follow and a way of realiz-
ing and celebrating things that are working. Putting the score 
down, even if it changes in the early stages (the fi rst 1 to 3 weeks), 
is important to determine the value of each strategic driver as the 
team drives toward the extraordinary goal. 

 As shown in Exhibit  L , the plan will be scored and updated with 
each coaching session. This process will begin at the end of the fi rst 
day of the 2 - day workshop and continue during day 2 and most 
likely into the fi rst or second conference call. This step is a concen-
trated effort for small groups using the 1 - day format.    

  4:00 The Extraordinary Goal (estimated time: 15 min) 

 Ask the team once again whether the extraordinary goal it has 
identifi ed is big enough to justify playing Team Advantage. Direct 
team members to page 26 in the  Team Member ’ s Guide  to record their 
thoughts. 

 By the end of day 1, you should emerge with an extraordinary 
goal that excites the team and serves as a rallying point for all of the 
more focused goals the team members have identifi ed. 

 Example extraordinary goals established by previous teams 
include: 

  To be the top district in the region for product sales according 
to volume change in fi rst quarter of this year  

  To achieve 200% of bonus payout by the end of second 
quarter  

  To launch a new brand within the next 3 months  

  To launch a customer response center as part of our service to 
our primary customers  

  To consolidate fi ve companies into one culture, as a result of 
multiple mergers     

•

•

•

•

•
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  4:15 Day 1 Wrap - up 

 Conclude the day with a quick simulation or team game that reem-
phasizes the concept of play. Appendix A provides resources for 
you to select a game for this point in the day. 

 After the team has left the conference room, meet with the team 
leader to review the day ’ s activities. Share your observations and 
ask for input and feedback. Confi rm that the team is moving in a 
positive direction relative to the expectations of the team leader and 
the larger strategic goals of the organization. Review the agenda for 
day 2 and make any adjustments that may be necessary based on 
the fi rst day ’ s events. 

 Also take some time to organize all the ideas that were created by 
the team and recorded on the fl ip charts. Place the team charter in a 
prominent place on the wall and neatly post all the work created by 
each small group. Do not destroy any of the pages created during 
the day as you may want to look back on them. 

 Make sure the hotel or conference center representatives do not 
remove any of the items from the walls or place any fl ip - chart paper 
in the trash. 

 Treat yourself to some quiet time to wind down from the day and 
relax! You will need your energy for day 2.   
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  DAY 2 

  8:30 Group Exercise (estimated time: 30 min) 

 Begin the day with a short exercise to reenergize the team. Some 
short exercises are provided in Appendix A, or you can use one of 
your own.  

  9:00 Continue to Synthesize (estimated time: 60 min) 

 Ask the team to break into small groups. If a group was focused on 
a specifi c topic on day 1, it may be best for them to stay together on 
day 2. Ask their preference.  

 Building on the work from day 1, direct them to fi ne - tune their 
goals by evaluating each one using the SMART criteria. Some teams 
may need more time for this exercise, depending on how far they 
progressed during day 1. 

 Remind them for each strategic driver to identify:   

  Specifi c tactics or tasks that are important for that driver in 
relation to the extraordinary goal.  

  Target dates for completion of each goal and action item.  

  Who will be responsible for each goal and action item and 
who will take overall responsibility for each strategic driver.     

•

•

•

  10:00 Break (estimated time: 15 min)    

  10:15 Small - Group Presentations (estimated time: 60 min) 

 Refer the team to page 31 in the  Team Member ’ s Guide,  where there is 
a presentation outline that they can follow. 

 Now it is time to complete the synthesizing of the game plan. 
Ask each group to present its strategic driver, including specifi c 
goals and action items and proposed points assigned to each. Allow 
input and discussion to occur among the entire team so that full 
buy - in on the plan can be achieved. Look for consensus. If there is 
no consensus, you may need to take a vote or achieve agreement 
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using another method. And if you feel there is signifi cant dissension 
on the team around a certain game goal or action item, you may 
need to table that discussion or consider removing an item from the 
game plan. Remember, the entire team needs to buy in. 

 The result of this session will be a consolidation of fl ip - chart 
pages into a fairly cohesive document. Set aside a section of your 
wall space to post the plan. Make sure to number each fl ip - chart 
page and ask for a scribe in the group to capture the plan for imme-
diate distribution via e - mail attachment. This will serve to remind 
team members of the goals they have signed up to manage, while 
the game plan is captured in the format provided. (Make sure to 
take these documents with you or request that the appointed scribe 
complete this task within a week of the live session.)  

  11:15 Name the Game (estimated time: 45 min) 

 It ’ s a game — have the group create a catchy name! Lead them 
through a quick brainstorming session to come up with a name. 
Usually, someone will make a suggestion that will ring true for the 
rest of the group and everyone will agree on the name fairly quickly.  

 Here are some game names from past groups: 

  A management team wanted to raise its region to the top - per-
forming region in the country. They wanted to go to the next 
level. Their region was known in the company as the Potomac 
Region, since they are based in the Washington, D.C., area. 
The name of their game was  “ Raising the Potomac. ”   

  A professional baseball team was working on communication 
and organizational challenges, with the game being played in 
the fall. Following the baseball theme, their game became the 
 “ Fall Classic. ”   

  A sales team wanted to reach higher - level decision makers 
and land bigger accounts. They were  “ hunting for big game. ”  
So their game became a  “ Big Game Safari. ”     

•

•

•
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 Be creative in naming the game; keep it fun and light. Refer the 
team members to page 31 in the  Team Member ’ s Guide  for hints on 
how to name the game.  

  12:00 Lunch (estimated time: 60 min)    

  1:00 Individual Game Plans (estimated time: 15 min) 

 Ask the team to turn to page 35 in the  Team Member ’ s Guide.  There 
is space for each member of the team to record the individual tasks 
for which they will be responsible and why they believe these 
tasks are of value. 

 There is also space for them to record their  “ accomplishment 
narrative. ”  This is a fun and valuable exercise in which they project 
their accomplishment of attaining their extraordinary goal using 
the present tense. All team members and the team leader should 
complete the narrative. Here is the example of the lead - in and the 
accomplishment narrative found in the  Team Member ’ s Guide  and 
the  Team Leader ’ s Guide:      

 Imagine you are sitting in your favorite place in the world, a place 

where you are clear and can refl ect for a time -  — on a beach, on a 

big rock in a stream, on your back porch, in your favorite part of 

the house, on a horse, in a golf cart — somewhere that feels special 

to you. Once you have that feeling of being centered, capture 

how you are feeling  as if  you have already accomplished this 

extraordinary game goal. You have scored all the points. Your team 

has been elevated to new heights. You are swimming in money. 

OK, you are excited beyond belief that all of this has manifested. 

Now, write a one - paragraph accomplishment narrative — in the 

fi rst person, as if it has come to pass. Project yourself out 6 months 

and write from that viewpoint.   

 My accomplishment narrative (present tense):   

 I am in my mountain home with my family for an extended 

weekend, preparing a fabulous meal. I am most excited about the 

recognition of my contributions during this process. When we 
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began, I was the newest member of the team but now I feel I really 

fi t in and that I am respected. Because we were able to achieve 

so much in such a short time frame, the company president has 

offered us a trip on the private jet to Bermuda. Now, I know that 

in the past few years, these trips have become taboo, but this was 

such a signifi cant undertaking, the president offered to send a note 

to Washington if needed to let everyone know about our signifi cant 

new Green program, how much money we will be saving our 

customers, and how little energy and environmental impact this 

new plan will take. I think I am being considered for the leader ’ s 

position and that she will be moving up to new ranks in the 

boardroom as a result of our achievements! All I can say is WOW!    

  1:15 Fast - Forward Focus (estimated time: 30 min) 

 Ask the team members to turn to page 38 in the  Team Member ’ s 

Guide.  You have a lot of energy going at this point around what they 
feel they are able to create. The team is feeling bullish about their 
commitments but usually have some nagging concerns about being 
able to pull it off. 

 These concerns are based on experience, lack of trust, concern 
about resources, and other factors. It is critical to get these issues on 
the table  before  the game begins. A good way to approach this is to 
do a Fast - Forward Focus. 

 The Fast - Forward Focus is designed to project potential barriers 
that might occur over the next 4 months and determine what could 
keep the team from winning its game. The key to this exercise is 
that the team already knows what could get in the way of it accom-
plishing something. Considering these challenges or blocks up front 
helps the team address the issues head - on that could stop it from 
attaining its extraordinary goal. 

 Once you ’ ve charted their concerns, spend some time asking the 
group what they would need to do now to ensure that they prevent 
the possible obstacles that they ’ ve just identifi ed. Create some space 
on the fl ip chart for three to four statements that will allow the team 
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to identify potential actions to address these obstacles. This is a 
critical piece because you will fi nd that the issues that surface dur-
ing the  “ storming ”  stage have been identifi ed by the group during 
this exercise. This document serves as a great place to coach from in 
future weeks. You may want to keep this in the front of your  Guide  
to reference during the coaching calls when the breakdowns in the 
game begin to surface. When you hear that something is not being 
accomplished, go back and see whether the team has already iden-
tifi ed it in this document. 

 Exhibit  M  is a sample Fast - Forward Focus.    

  1:45 Role of the Coach (estimated time: 30 min) 

 You now have the framework for Team Advantage. Team goals 
have been established, a point system is in place, and you have 
given the process a name. The key ingredient in Team Advantage is 
the weekly calls that support the team as the team strives to achieve 
its goals. Many, if not all, of the team members will have little 
knowledge of what coaching is and how it can help their team. 

 As the coach, spend at least 30 minutes providing an overview 
of what you will do as the coach and what the coaching process 
entails. Include the following topics in the conversation: 

  What coaching is and is not (see Phase 3 information)  

  What your responsibilities are as the coach (relate this back to 
what was learned in the opening exercise on the fi rst day)  

  What they can expect from you  

  What you will expect from them  

  An example of a coaching - call agenda (see  Team Leader ’ s 

Guide )  

  How to use you as a resource  

  All program logistics    

•

•

•

•

•

•

•
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  EXHIBIT M 

 Sample Fast - Forward Focus  

 What are some things that could prevent us from reaching our extraordinary goal? And what 
we can do to anticipate and eliminate these obstacles?   

  Motivation is lost  
  We take care of our energy through our direct communications and as a personal commit-
ment to stay engaged fully throughout this process.  

  We show up for each coaching conference and report on the actions we drive.  

  We take full ownership.    

  Lose sight of the goal  

  We keep the goal visual — on our desks, computers, phones — and we begin each huddle or 
meeting with an update on our progress.    

  Too focused on other things  

  Understanding that we have many priorities, we will take the actions that drive this game 
as the top thing on our to - do lists each day.    

  Change in mandate from upper management  

  We will huddle immediately to recalibrate the impact of new mandates on this game and 
how we will adapt our goals and activities to include the new direction.     

  The budget or other resources are eliminated  

  We will negotiate for and/or leverage time, energy, and creativity to fi nd another way to 
continue to keep focused on this game.     

  We all get fi red!  

  Before we walk out the door, we will make sure this plan is conveyed to the senior - most 
leadership and that they have everything in place to continue to move ahead in our 
absence. We are  that  committed to the plan ’ s success. (OK  . . .   so that ’ s a stretch, but a noble 
idea!)    

  Natural disaster  

  We will have a disaster plan in place for the organization.   

  We will make sure our teammates and their families are all OK and our organization is 
intact.  

  We will consider our customers and the impact the disaster has had on them.  

  We will resume the game and include any new direction that results from the effects of this 
disaster.    

  Negative press on our primary product  

  We will work with marketing/PR/communications departments to determine the strategy 
for how to fully address the negative press.       

•

•

•

•

•

•

•

•

•

•

•

•

•
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 Ask the team to look at the table on page 39 of the  Team Member ’ s 

Guide.  This table provides the distinctions between mentoring, con-
sulting, and coaching. 

 Introduce the Call Prep Form found in the  Team Member ’ s Guide,  
and share with the team how you will use the form to prepare for 
the weekly calls. Remind them that you will send an electronic ver-
sion of this form to each member of the team to make it easy to 
complete each week. 

 Also remind the team that you are available for offl ine coaching 
if appropriate and absolutely necessary. Some of the situations in 
which offl ine coaching for team members is appropriate include the 
following: 

  When they have a question about process.  

  When they want to make a request for specifi c action or 
conversation — such as the team member feels a need to say 
 “ ouch, coach — you stepped on my toes, ”  or  “ I need to clear 
up something I might have misinterpreted today. ”   

  When they want to work through a miscommunication with a 
teammate.  

  When they want to work through a needed change being 
made by the team.  

  When they want to discuss a decision that in any way 
impacts the team leader or the team ’ s potential attainment of 
the goal.  

  When they want to make sure the team is aligned with the 
team charter, or check in if something is not aligned.     

•

•

•

•

•

•
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  2:15 Break (estimated time: 15 min)    

  2:30 Agreements and Logistics (estimated time: 30 min) 

 Now it is time to obtain agreements from each member of the team. 
Direct them to page 40 of the  Team Member ’ s Guide  and have them 
sign the Agreement for Coaching. Signing a contract will help gain 
further commitment from each team member. 

 You also want to fi rm up any logistical details at this time and 
confi rm any actions that have been committed to by the team. Use a 
fl ip chart to record these items and be sure to include them as part 
of the workshop summary. 

 Examples of information that you want to be sure is clear to the 
team include: 

  Agreements on any specifi c actions that have been agreed to 
by a team member  

  Clarity on the days and times when the conference calls will 
take place  

  Agreements on how team members plan to communicate 
with each other (if not already included in the team charter)     

•

•

•

  3:00 Who Are You for Others? (estimated time: 30 min) 

 An effective way to wrap up the day is to ask each team member to 
think about what they can do for the team. If time permits, you may 
want to send members out in the hotel/facility where the meeting 
is and ask them to bring back something that represents their con-
tribution to the team. 

 Some examples of what we ’ ve seen in the past are rocks that 
represent their steadiness and reliability; a compass that signi-
fi es keeping the team on course to their goals; and even an athletic 
supporter to show that they will hold up their end of the commit-
ment and be there to support others! 
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 Regardless of how you do it, be sure to record the responses on a 
fl ip chart and send it to them along with the other charts they have 
created. You will fi nd yourself referring to this when you acknowl-
edge team members for contributions, thus solidifying for them, 
and for the team, their role.  

  3:30 Wrap - up (estimated time: 15 min) 

 Restate the logistics for the fi rst coaching session. Express gratitude 
for how they played, allowing you to do your job as their coach.  

 It is a great idea to take a photo of the team to include in the 
fi nal game plan. It adds a nice touch to the document and personal-
izes the game.    
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  Finalizing the Game Plan 

 After the Kickoff Workshop it will be your responsibility to provide 
a written summary of the workshop to each of the team members. 
Include the following information in a package that will be sent to 
each team member or to a central contact person who will distrib-
ute the information to the team: 

    1.   Your phone, fax, e - mail, mobile, and emergency phone 
numbers.  

    2.   List of team members with contact numbers.  
    3.   The phone number for the bridge that will be used for the 

coaching calls.  
    4.   The schedule for all conference calls for the entire game.  
    5.   A summary of agreements as to how the group will  “ be ”  

with each other.  
    6.   A summary of the team charter.  
    7.   A statement of the extraordinary goal.  
    8.   A list of strategic drivers identifi ed by the team.   
    9.   A detailed scoreboard that details all the specifi c game goals 

and action items, tasks, responsible team members, target 
dates, and points assigned.    

 Appendix B contains a sample of a completed game plan.  
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  Communicating with the Team 

 Most communications with the team will be via e - mail. This ensures 
a consistent message and keeps everyone on the same page. You 
may also set up chat rooms or use technology in other ways that 
support the communication depending on the internal systems at 
hand or how technology savvy the client group is. 

 Communicate frequently but do not overwhelm the team. A con-
cise, weekly message delivered by e - mail will work effectively and 
establish an expectation while not creating additional stress for the 
team. This message might contain highlights of accomplishments 
from the last call, an inspirational quote, or maybe a reference to a 
journal article that is relevant to the game.   
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  Phase 3 — Coaching 
the Game 

  Team Coaching 

 Previously, the formula for Team Advantage was introduced: 

 Team � Game � Coaching � Team Advantage 

 Now it ’ s time to dive into team coaching and accelerate the 
team ’ s development. 

 Team coaching is a transformational process in which the coach 
partners with the team members in creating an action learning cul-
ture. One observation we repeatedly make is that people in general, 
and especially on teams, learn from either what is working or what 
is not working. Expressed in another way, people learn from either 
joy or pain. Categorizing observations this way keeps people from 
being upset when the learning becomes about behaviors or habits 
that need to change. By calling attention to this or stating it as con-
text, the coach engages team members to have courageous conver-
sations as they work to achieve a specifi c business result.  

 The coach may be an external professional and certifi ed coach 
or an internal human resource professional. Sometimes the coach 
will be the team leader. This section is written for both external and 
internal business professionals, but a team leader can adapt the 
approach by using the coaching skills as defi ned throughout this 
section. 

 Coaching is what makes Team Advantage different from other 
team - building exercises. The coach stays with the team over the 
course of 4 months with regular teleconferences and meetings with 
the team leader. Phase 3 of the Team Advantage process ensures 
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that the team moves toward its goal and experiences profound 
changes in communication and team work. 

 Coaching is the missing link in accelerating team develop-
ment. Many team - building programs have great immediate impact. 
But it is diffi cult to sustain the changes in dynamic organizational 
environments that may include leadership moves, realignment 
of responsibilities, and pressures to deliver the results even when 
available market opportunities have changed.  

 Although coaching will be your role during Team Advantage, 
there are also a few ongoing tasks you will manage, including the 
following: 

  Weekly coaching sessions with the team leader  

  Creation of a weekly coaching session agenda  

  Coaching the team while facilitating the call  

  Debriefi ng with team leader    

•

•

•

•

 As the Team Advantage process evolves, a variety of coaching 
skills will be applied. Some skills will be demonstrated as part of 
the facilitation of the calls. Other skills will be ones that you convey 
to the team so they take a coach approach in communicating with 
others.  

  Team Advantage Coaching Model 

 Figure  3  shows Team Advantage Coaching Model. This will be the 
focus of your coaching efforts. This model is the pattern for your 
communication as you engage the team in each of the stages, par-
ticularly as you move from facilitating the game plan creation and 
into the execution of that plan.   

 Getting the team to trust you as a partner requires you to move 
beyond the trainer and facilitator roles that are suffi cient for the 
fi rst two stages of team development — informing and forming. 
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Navigating the more advanced stages of the process requires you 
to be fully enrolled in the role of coach so that you can support the 
team leader and team members to strengthen relationships during 
this process. 

 To begin understanding the model and the coaching skills, it is 
fi rst important to have an understanding of the terms  presence  and 
 partnership  as they relate to the coaching conversation. 

 FIGURE 3

Team Advantage Coaching Model 

Coaching 

Presence 

and

Partnership

...for team 
    VOICE

...for clarity, aware-
ness, 

understanding

...observations,
inklings, hunches

...bold actions,
thinking,
creativity

...on shifts, 
perspectives,
new actions,
celebrations

Request
Share

Focus

Listen

Question
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  Presence 

  Presence  in coaching is simply the ability to be fully focused in the 
present — the here and now. Presence requires you to limit distrac-
tions and quiet the voices in your head that can often divert your 
attention.  

 When you are present as a coach, you are keenly aware of every 
sigh, every withheld conversation, and every enthusiastic contribu-
tion. You witness learning taking place either through joy or pain or 
what is or is not working. Being centered and breathing in rhythm 
with the team allows a magical connection that the team will feel. 
Team members will rarely be able to articulate what you really do 
for them other than,  “ You are the coach who holds the process in 
place. ”     

 Yet they will change, often in dramatic ways, because you are 
holding this space of creation, a still point for communication and 
celebration in a world that spins around them with too many com-
peting priorities.  

 Doug Silsbee is a coaching colleague and author of  Presence -

 Based Coaching: Cultivating Self - Generative Leaders Through Mind, 

Body, and Heart  (2008). Doug says this about presence:   

 (in the training and coaching fi eld we often) train leaders to act 

on their worlds as if they were in a complex chess game, and 

their role is to make sure that the pieces do exactly what they are 

supposed to do. 

 What ’ s missing in this is the inner game. By separating ourselves 

from everything around us and treating people and other resources 

as chess pieces, we lose touch with the fundamental connectedness 

of all things. We forget that our inner state (meaning what we 

perceive, where our attention is placed, and how we experience 

ourselves in relation to the world around us) is central both to 

what information we can access and respond to, and to how we will 

be perceived by others. 
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 Our inner state is not an accident. We can become familiar 

with it, eventually developing mastery in working with it. This 

mastery of our inner world is a requirement for our effectiveness 

and is a key for accelerating our development as humans and 

as leaders. As coaches, this mastery is central to our ability to 

cultivate real and lasting change for our team members and our 

clients. Given the challenge we face in the world, accelerated 

development of effective leaders should be of great interest to all of 

us. (2008, p. 12)   

 As you lead this game, you are the model for how leaders can 
guide their teams in new ways — not only managing processes, but 
also coaching people to access their wisdom and creative poten-
tial. They are watching you and everything you do and say, so stay 
present. Absorb their words, their energy, and their hopes. Give 
them language as you coach them, for it is their expressions and 
communication that will reshape how they work and play together. 

 Here are some tips for staying  “ present ” :   

  When you fi nd you are glazing over and going through your 
mental grocery list, smile and check in again. Then notice 
where you checked out. Chances are others did as well. This 
is often a good place to ask a question for clarifi cation. Don ’ t 
judge yourself or anyone else for checking out. Just use that as 
a prompt for digging deeper into the coaching conversation or 
inquiry. Take a time - out, and ask for the person who was last 
speaking to give a bit more detail.  

  Take frequent breaks during the kickoff workshop — creation 
of the game plan. Have energy food and beverages available 
so you can listen to each other and not to your bellies.  

  Find the humor in the stuff of life and in the breakdowns 
in process. Lighten up and give others permission to do the 
same.     

•

•

•
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  Partnership 

 Partnership as defi ned in Team Advantage requires the coach to be 
a committed partner — giving witness to the team ’ s most meaning-
ful contributions and ultimate potential. Although some will defer 
to you for advice and direction, your real challenge will be to main-
tain perspective and tell the truth. 

 The fi rst time you test the team by speaking straight to them, 
you have stepped fully into the role of the coach. You will need to 
get over any need you have to be one with the team, be the buddy, 
or be liked. This is because your role is to say what you observe and 
challenge them to  “ play a bigger game. ”  

 Table  4  illustrates how this partnership is distinct from other 
roles you may have assumed with this team or with your com-
pany. The coach ’ s role is to coach — to elicit ideas, movement, learn-
ing, and aligned actions while facilitating the Team Advantage 
process.  

 The key word to build on is  engagement.  A synthesis of defi ni-
tions from many sources, the word  engagement  literally means to 
attract and hold fast; to bring into confl ict; to interlock, attach, and 
secure; and to involve. Organizations desiring to keep good peo-
ple are seeking ways to engage their minds, hearts, and energy. 
One way to do this is to invite people to play on a team that sup-
ports their success and in which they realize their contributions. As 
a coach, it is important that you remember that you are building 
safety in the conversation and also inviting any needed confl ict or 
dialogue around what people need and want to say — those  “ real ”  
conversations people often tuck away out of fear of being perceived 
in a negative view.   

 Engaged teams are committed to the organization ’ s mission and 
enthusiastic about potential contributions to both the organization 
and the greater impact on the organization ’ s customers. They also 
feel they have a voice and that their role in the organization is clear 
and meaningful. The feeling of contribution ignites a passion for 
each team member to collaborate as a means of achieving some-
thing beyond what they previously thought possible. 
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 Coaching gives the team leader another partner ’ s perspective as 
he or she reviews the team ’ s needs and accomplishments. Coaching 
also creates safety for teams to become generative. They learn to 
more fully engage while challenging and recognizing the strengths 
of all members.  

 TABLE 4

Team Coaching Compared with Other Team Disciplines 

     Team 

Facilitation   

   Team Building      Team Training      Team Process      Team 

Coaching   

     Focus is on   

    Open dialogue, 
to generate any 
number of 
outcomes, with 
facilitation 
making it easier 
for team 
to establish 
agreements  

  Cooperation, to 
make people feel 
better about the 
team, and move 
toward 
consensus  

  Education and 
transferring 
specifi c skills and 
knowledge, 
typically in a 
teaching model  

  Movement of the 
team through a 
specifi c construct 
or organizational 
stages model, 
requiring 
observation and 
discussion about 
the process   

  Engagement, 
in learning, 
and taking 
more 
conscious 
action 
through a 
process of 
deep inquiry, 
awareness, 
discovery, and 
partnership   

     Coach ’ s role   

    Context and 
guidance  

  Cheerleading, 
encouraging  

  Transfer skills    Share 
observations  

  Listen, elicit 
creativity, hold 
to charter and 
process, 
celebrate 
movement  

     Agenda   

    Leader sets/team 
contributes  

  Team leader sets/
team participates  

  Trainer sets    Professional sets/
teaches team  

  Entire team 
creates 
together, 
under 
guidance of 
team leader 
and coach  

COACHFG.indd   89COACHFG.indd   89 4/10/10   7:44:46 AM4/10/10   7:44:46 AM



90 Team Advantage

  Tips for Coaching the Team 

 Referring back to Team Advantage Coaching Model in Figure  3 , here 
are some tips for coaching the team, beginning with the  “ Listen ”  skill. 

  Listen 

 Each individual speaks with his or her own unique voice. But when 
individuals work together and talk together they converge into a 
 “ team ”  voice. Learn to listen to the team ’ s unique and collective 
voice. Speak to the whole team as if they were one person. What is 
that voice telling you? 

 Generous, highly perceptive listening is the hallmark and foun-
dation for coaching. Listening to a team requires you hear the full: 

      Content  — What is being said?  

      Emotion  — What is being felt?  

      Commitment  — What is behind what is being said?    

 Hearing these three components in a conversation is both generous 
and comprehensive. Metaphorically you are a camera that takes in 
everything that is in the current picture of the team ’ s interactions. 
This includes the tone, the environment, and the movement or lack 
of movement toward the goal. 

 Your listening is best captured and summarized in brief snap-
shots. For example: 

  You hear the team voice as low energy or disengagement 
from the project.  

  You might say:  “ You seem disengaged. There is little 
energy here. ”     

  You hear the team voice as passionate, and there is tension 
between members as each holds on to his or her own agenda.  

  You might say:  “ You have a lot of passion about your own 
agendas. It seems to be creating some tension. ”        

•

�

•

�
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  Question 

 Questions are the magic wand of a masterful coach. Learning to sur-
face the  “ presenting question ”  — the question that bubbles up out of 
your connection to the person and his or her energy — requires that 
you respond to the team voice with curiosity or inquiry. Imagine a 
cartoon balloon bubbling up overhead as you listen to what is being 
spoken by the team member(s). For example: 

   Team Voice  — You gather that the team is being nice on the 
surface but that underneath there is distrust and unspoken 
anger. This is different from simply hearing Suzie complain 
and watching the rest of the team grow quiet or tentative. If 
you feel that Suzie is not being heard or that she is upsetting 
others because of her constant complaining, you might try 
something like this: 

 You ask:  

   “ Can you take a courageous time - out to explore what you 
are observing in this dynamic — Suzie speaks, and I gather 
there is some resistance. What is going on? ”   

   “ Is there something you distrust that you are willing to 
discuss? ”   

   “ Are you angry about something you need to resolve 
now? ”     

   Team Voice  — you observe that the team is frustrated about 
an organizational block to performance. 

 You ask:  

      “ What is causing the upset? ”   

   “ What are you complaining about  . . .   really? ”   

   “ What is the unspoken request for action? ”        

•

�

�

�

•

�

�

�
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  Share 

 Sharing your observations about behaviors (observable actions) or 
team dynamics (a label you give the team about what you sense or 
see) gives the team perspective and prompts refl ection. Refl ection 
prompts awareness, and awareness is the key to personal growth. 
For example:   

   “ You all seem hesitant to open up and discuss this topic. I have 
a hunch you are concerned about perceptions. ”     

 Sharing an observation such as this one sets the stage for bolder 
requests. 

 When making observations, keep in mind these tips: 

  Use  “ it ”  language to discuss the diffi cult observations:  •

  Use  “ I ”  language if you have an observation or request:  •

   “ I wonder whether you are willing to share your perspective 
about this new idea? ”     

   “ It seems you are stuck or have diffi culty moving forward. ”   

   “ It appears the system is breaking down. ”     

  Use  “ you ”  language to endorse or celebrate.  •

   “ You did it! ”   

   “ You are the champion of the team ’ s most unique ideas! ”   

   “ You are the voice of reason on this team! ”        
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  Request 

 There is a natural progression to making a bold request once you 
have shared observations, hunches, or inklings. A request is a way 
of speaking that produces agreement and action. The effectiveness 
of a request depends on your skill at gaining commitment. 

 Some requirements for making a bold request are the following: 

  You must be willing to hold the person accountable to keep his 
or her stated commitment. This means following up on a spe-
cifi c action.  

  Requests must be specifi c; each must have a  “ by when, ”  a  “ who 
is involved, ”  an  “ outcome, ”  and a  “ communication. ”  (How will 
you know this action has been taken?)  

  The team or team members must be free to commit, decline, or 
negotiate the request. You will want to state this as a condition 
before the really bold requests.    

•

•

•

 There are various types of requests. Here are some examples. 

   Bold requests for ACTION 

   “ Will you double the number of sales calls you currently aver-
age for the next 5 days? ”   

   “ Will you put the customers ’  needs ahead of your revenue goal 
this month, and change your approach to selling? ”   

   “ Will you reach out to the CEO to be your next mentor? ”     

   Bold requests for THINKING 

   “ Will you surrender your need to be right so that the team can 
hear your suggestion? ”   

   “ Will you complete your thought and be mindful of the tone 
you use with the team in your next e - mail? ”   
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   “ Will you get over suffering about that bad presentation right 
now and let it go? ”     

   Bold request for CREATIVITY 

   “ Take time to create a technologically innovative communica-
tion platform for the entire organization by next Friday. ”   

   “ Take the leadership role for driving the product launch 6 
months early and share your plan by next Monday. ”   

   “ Give your colleagues permission to take a risk and the safety to 
not experience failure. ”     

 There are three types of responses to a request. These are: 

  Commitment  

   “ Yes, I will do that by Friday. ”     

  Decline  

   “ I am unable to do what you request right now. ”  (A decline is 
another place to begin a process of uncovering the real needs or 
conditions that would support an agreement.)    

  Negotiation  

   “ I can ’ t do it by Friday, but I will get it done by the end of the 
month. Will that be acceptable? ”  

 If a team member declines the request, ask:   

   “ What would you need to be, do, or have to be able to commit 
to this? ”       

•

•

•

 This will generate a new coaching conversation. If the team 
member negotiates, you will need to determine the baseline for 
your negotiation. How fl exible can you be and still hold the agree-
ments in place for the team to achieve the goal? 

 And, as always with coaching, ask the team or team leader to 
summarize any new insight, life lesson, or proud achievement 
before they declare the next actions to take.   

COACHFG.indd   94COACHFG.indd   94 4/10/10   7:44:48 AM4/10/10   7:44:48 AM



 Phase 3—Coaching  the Game 95

  Focus 

 Now that you have made your request and gained a commitment, 
a negotiation, or a decline, you can now celebrate, offer a new per-
spective, or state the observable shifts in behavior and teamwork. 
Some examples: 

   “ You are going to accomplish this goal ahead of schedule. How 
will you build on this momentum? ”   

   “ You have discussed the challenges today, and I wonder what 
you might add to the team charter based on your conclusions. ”   

   “ There is a distinction here — you can either enable others to 
defer to you, or delegate by making requests. ”   

   “ You are amazing grace in action. This attainment, like all oth-
ers, appears effortless! Congratulations! ”        

  More Thoughts About the Process Model 

 The Tuckman team process model was mentioned earlier in this  Guide.  
It is important to understand team dynamics and stages of team devel-
opment as you prepare to deliver a game. We adopted the Tuckman 
model after years of observing the obvious  “ shifts ”  in the interpersonal 
dynamics as teams moved from one stage, such as forming their game 
plan, into another, which we now know as  “ storming. ”  

 Table  5  illustrates at a very high level what you can expect the 
team to do in each phase, and where you will need to focus.   

 When you begin working with a team, they  inform  your coach-
ing platform by answering some pregame questions you will syn-
thesize into a theme report. 

 Dr. Tuckman witnessed over the course of about 2 years that 
all work teams eventually go through each of these stages —  form-

ing, storming, norming,  and  performing . During the Team Advantage 
process, these stages are accelerated, and a team will move quickly 
through each of these during the 4 - month coaching process as they 
work to achieve their extraordinary goal.  
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 TABLE 5

Game Phases and Activity Focus 

     Game Phase      Stage of Team 

Development   

   Focus of Activity   

    I. Pregame Preparation    Informing    Learning about the team, its challenges, 
the working environment  

    II. Kickoff Workshop    Forming    Developing the game, setting goals, 
obtaining agreements  

    III. Coaching the Game    Storming    Getting to know each other, testing, 
sparring, challenging, questioning  

        Norming    Reaching consensus, gaining trust, 
getting in the fl ow  

        Performing    Making positive changes, achieving goals  

    IV. Celebration    Transforming    Achieving a new standard of 
performance, becoming extraordinary 

 Recognizing contributions of all 
team members, giving thanks, 
acknowledgment  

 The last phase,  transforming , captures what we witnessed occur-
ring in team dynamics. At the end of each game, the team will be 
different — accomplished and ready to celebrate its collective accom-
plishments, as well as having increased awareness of who team 
members have become in the process. 

 Introduce these phases of team development early in your con-
versation with your client, even as you fi rst engage the team leader 
or HR team in coaching conversations.   

  Implementing the Coaching Process 

  Coaching the Leader  Before  each Coaching Session 

 The success in executing Team Advantage game plan is dependent 
on the strength of the team leader to drive the process internally. 
The coaching challenge is to work with the team leader to introduce 
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coaching and lay a foundation for how the coaching works to elicit 
best ideas and actions from those being coached.  

 It is also imperative that the team leader continue to be seen as 
the one in the leadership position. Although you might have an 
idea about how to do her/his job, this is not a good time for advis-
ing the leader. It is also important for the team leader to learn how 
to coach the team rather than offering advice or assessing the team. 

 As the 4 - month team coaching phase begins, make sure you 
schedule 30 -  to 60 - minute coaching sessions (either live or via tel-
econference) with the team leader. These can be done just prior to 
the team coaching session or up to a few days in advance. 

 During these preconference coaching sessions, cover key items 
with the team leader, such as: 

    1.   What is working for you personally in the game this week?  
    2.   Note some successes listed on the Call Prep Forms (sent to 

you from each team member). Cover these with the team 
leader and make sure he or she takes note to begin the ses-
sion with celebrations of  “ what ’ s working. ”   

    3.   What ’ s not working well? Any breakdowns in communica-
tion or process?  

    4.   Observations from the week — what are you all learning or 
adopting as a winning practice?  

    5.   What do you want to make sure we cover during the coach-
ing session today?     

  Team Coaching Sessions via Conference Call 

 The fi rst conference call is very important. It sets the tone for the 
coaching and may also be the fi rst time the team has met using a 
phone bridge.  

 In advance of the fi rst and all subsequent calls, you will send out a 
Call Prep Form to each member of the team. A sample Call Prep Form 
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is included in Appendix C, and is also found in both the  Team Leader ’ s  
and  Team Member ’ s Guides.  You can easily create a form electronically 
and distribute it via e - mail. You may want to make alterations in the 
form as the game progresses to respond to the team needs. 

 For the fi rst call, consider the following: 

  Make sure you have contacted each member of the team using 
a number of techniques (memo, e - mail, telephone). Be sure they 
know what number to call and at what time (be aware of any 
time - zone differences). You want to ensure 100% attendance at 
the fi rst call.  

  Plan an agenda for the call. It is best to do this for every call, but 
it is especially important for the initial session. During subse-
quent calls you may fi nd it easier to  “ coach the fl ow, ”  but keep-
ing to an agenda with time lines and key points will lead to a 
more productive call. Here is a sample agenda for the fi rst call:    

•

•

   12 Noon — Welcome/roll call 

  Explain conference - call protocol.  

  Each person can  “ raise their hand ”  by stating their name  

  They can  “ applaud ”  successes using the keypad — pressing 
the  “ 5 ”  key works well for applause.    

•

•

•

   12:05 — State the objectives for the call

12:10 — Celebrations 

  Using their responses from the Call Prep Form, you will have a 
list of great wins for the week. Highlight at least three to fi ve of 
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those and then ask the others to state what they are most proud 
of as you check in on their work stream.    

   12:15 — Report on major game plan categories 

  Have each team member who leads a strategic driver in the game 
plan report on the actions and score any points. During this sec-
tion of the call, celebrate the movement since the kickoff work-
shop. Check in with each team member who is responsible for a 
driver to make sure they are clear with their teammates about the 
goals they signed up to deliver.  

  As team members report in, refer to Team Advantage Coaching 
Model and use these skills:  

   Listen  for specifi cs.  

   Share  your observations — both what is working and what is 
not.  

   Ask questions  that prompt innovative thinking — questions 
that begin with  “ what ”  to help access their creativity, such as 
 “ What might you do to address this fully? ”  or  “ What would 
happen if you deleted this goal right now? ”   

  Make any obvious  requests,  such as  

   “ Tim, will you take care of this by next week? ”   
   “ Sally, will you huddle with your team to rewrite this 
goal for clarity? ”         

   12:40 — Report on learnings 

  Request that team members take a minute to state how they are 
growing and what they are learning from participating in this 
process.  

  You will have some of their input from the Call Prep forms, so 
you might highlight a few of those with permission from the 
team member.  
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  Be prepared to build on these versus just let them lay on the table. 
These take courage for people to share with others. So acknowl-
edge the statements and ask other team members whether they 
are having similar insights or realizations. Get the group to share 
openly. This strengthens or changes the cultural dialogue.       

   12:50 — Ask for actions 

  Do a quick check - in with each person to have him or her state 
what action he or she will take to advance the game between 
now and the next coaching session. Remind team members to 
submit their Call Prep forms prior to the next scheduled call.    

  12:57 —  End the call on time 

  When you have 2 to 3 minutes left, step in and wrap up as 
quickly as possible. You want to honor the time committed for 
the call and avoid going over.     

  These may include insights such as:  

  I have learned the importance of creating context in 
conversations, so people know  why  I am requesting they do 
things differently.  

  I have learned to recognize that my complaints are simply 
the result of requests for new actions that I haven ’ t made of 
my colleagues and leaders.   

  I ’ ve learned that we don ’ t win as individuals; only when 
others are winning do we have any real satisfaction.    

•

•

•
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  Keeping the Momentum 

 The game may bog down. The team may be having problems reach-
ing a game goal or completing the plan. The extraordinary goal 
may feel impossible. Your job when things bog down is to stay the 
course of this process. If a goal is no longer relevant because of 
some organizational change, request that team members be fl exible 
enough to change the goal, and help coach them through how they 
will accomplish that change. If their communications need redirect-
ing, help them determine the value of huddles and short meetings 
or phone conferences scheduled to address any topic that is not 
clear or action that is no longer aligned. If the goal is still meaning-
ful, coach them to identify and overcome obstacles.  

 Some of actions they commit to may require the courage to do 
things in new ways. Create safety and permission with your full 
presence and engagement as their coach. Remember, your job is 
sharing the observation and engaging the group in the inquiry, not 
giving advice or telling them what to do.  

  Debrief with the Team Leader 

 Immediately after each coaching conference, conduct a 10 -  to 15 -
 minute conversation with the team leader. Ask a few questions each 
time you debrief. Here are some sample questions: 

  What did you discover about the team?  

  Where do you feel you could participate in new ways?  

  Is there anything you sense you need to address, or clean up?  

  What phase of team development do you see unfolding? 
(forming, storming, norming, performing, transforming)  

  What bold or new requests do you need to make now?     

•

•

•

•

•
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  Other Frequently Used Team Coaching Skills 

 Here are some commonly used coaching skills that will help you in 
coaching the team during Team Advantage. It is a good idea to refer 
to this list often and to notice when the opportunities to use these 
skills come up during the process. 

  Detachment (neutrality) 

 The coach will often need to be a lightning rod for the team and serve 
as a mediator. Be a model of how to be nonjudgmental, relating to the 
other person ’ s perspective. This requires you to create context to speak 
the truth about what you are observing. Language might be as simple 
as directly stating: 

  Let me share an observation . . .  .  

  It appears you are all frustrated now.  

  The team seems to be stuck and spinning around this one 
problem.  

  Communications appear to have broken down in process.     

•

•

•

•

  Clarifying 

 To keep everyone on the same page, make sure the group under-
stands the goals and underscore the team ’ s process and movement.   

  Acknowledgment of the team for its successes and progress  

  Encouraging team members to declare what is being achieved 
and specifi cally who is contributing what talent, idea, action, 
insight as the team moves through the Team Advantage process     

•

•

  Acknowledgment   
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  Ask clarifying questions:  

  What did you mean to convey with this game goal?  

  Is everyone clear about who is responsible for this goal?    

  Challenging:  

  Challenge the team to be extraordinary; stretching their 
thinking and their potential to get things accomplished is 
paramount. Ask them to double a goal, cut the time for 
delivery in half, extend their reach globally, franchise their 
idea — do something they have never considered possible 
before.  

  Challenge them to fi nd a different way to achieve a goal if 
they have hit a roadblock.       

•

�

�

•

�

�

  Create Action Plans 

 Coaching sessions without gaining commitment to specifi c action 
is simply a nice ongoing conversation. Check in with team mem-
bers at the end of each session to request that they summarize next 
actions to move toward the extraordinary goal.   

  Distinguishing Concepts:  

  This will be a key coaching skill to apply throughout the game. 
Help the team understand the power of drawing distinctions. 
A distinction compares and contrasts an idea, a standard way 
of operating, an old way of managing to a new way, or a tired 
attitude to one with more energy for performance.   

  Simply think to yourself,  “ The team is currently here  . . .  , ”  
and give that a label, and think about what might be better 
than that or perhaps more fun than that current state of 
being or doing.  

  Here are a few labels. Notice that once you give someone the 
label of the current state, and offer another label or phrase, 

•

�

�

�
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  Encourage 

 As the team makes positive changes and shifts, endorse the actions. 
You ’ re the coach. Tell them they can do this! Tell them they inspire 
you! Give them a place to safely stir those bigger conversations. 
This creates the soil for growing courage to become more and to do 
more.  

  Closing the Gap 

 This skill was used during the Kickoff Workshop. Reinforce the skill 
as needed. Stretch people to imagine what would be bigger, more 
compelling, give them more energy,  “ fl uff their socks! ”   

  Restoring Integrity 

 People not showing up for calls? Awarding points for  “ almost ”  
making a target goal? Keep the integrity of the team intact by ask-
ing for their best. No excuses! 

 The fi rst time you challenge them may be tough, but they will 
begin to take you more seriously. So do it!   

  Giving Concise Coaching Through Shorter Messages 

 This is another skill to be demonstrated by the coach and adopted 
and practiced by the team. Giving a message is a key coaching skill. 

they will defi ne that for themselves and automatically 
move in that direction. This increases their awareness: Some 
examples include the following:  

–   From parenting to partnering  
–   From confused to clear  
–   From reacting to responding  
–   From managing details to delegating  
–   From managing a project to leading a project team  
–   From seduction to attraction         
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When giving a message, be mindful of what you need to communi-
cate and do it in the shortest way possible. Giving a message is like 
planting a seed.  

 Messages have more impact when delivered this way: 

  Start a message with the word  you  when you endorse:  •

   “ You can do this! ”     

  Start with the word  it  when you correct:  •

   “ It seems that there is a miscommunication. ”     

  Start with the word  I  when you want to share a story or 
sentiment:  

•

   “ I hear you. I remember a time when another team had this 
type of breakdown. What they learned was this.  . . .   ”        

  Create Possibility 

 Momentum can be lost after the fi rst few weeks. Are the goals too 
high? As the coach, help team members create possibilities that will 
help them win the game. Ask: 

   “ Are these the right goals? ”   

   “ Can you really imagine accomplishing this, or is there an 
intermediate step you could take now that would guarantee 
your win? ”      

•

•
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  Prioritize 

 The game plan is in place, but perhaps the team is not moving for-
ward because priorities for action are not in order. Sometimes an 
individual action item is too big and it needs to be broken into sev-
eral smaller actions. Ask: 

   “ What needs to happen fi rst? And then after that? ”   

   “ Do the goals make sense as they are written in this order? ”      

•

•

  Stretch Your Bold Request 

 Make a  bold  request, the boldest thing you can imagine for the team 
to do something, change something, become extraordinary in some 
way. For example: 

      “ OK, team — Complete your game in half the time we have 
allotted! ”   

   “ Will you take your complaint about the contracting process 
to senior management with a plan for how to fi x the problems 
by tomorrow afternoon? ”      

•

•

  Shifting the Team 

 Breakthroughs will occur. Help the team recognize the shifts by 
calling attention to where they were before, relative to what you see 
now. For example: 

   “ You were in storming last week and it appears you made a 
huge leap this week to simply accept your plan and move on. 
Congratulations! ”   

   “ You appeared to be a bit resistant to share your honest 
observations last week. Today, you have taken the risk to be 
completely open. Notice the freedom that comes with that. ”      

•

•
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  Stop Tolerating 

 Ask the team members to list the top two to three things they toler-
ate — put up with. These are the pesky things that get in the way of 
feeling free and productive. Promote honesty; open up new levels 
of communication when you ask people to fully handle — make 
disappear — their tolerations. Ask: 

  Wanting for 

 Say to the team  “  What I want for you is  . . .   ”   (state the boldest accom-
plishment you can imagine). For example: 

   “ What are you putting up with, that you need to fully 
handle? ”   

   “ If you could select the next move versus settle for what you 
have, what would you do differently? ”      

•

•

   “ What I want for you is to be considered the  ’ team to watch ’  
by all other regions in the country. ”   

   “ What I want for you is to be the fi rst team to win President ’ s 
Cup recognition this year. ”     

•

•

 Wanting something more for others than they can see for them-
selves stretches their imagination and affi rms their brilliance. It 
also creates a natural gap that is compelling to close. This can be 
used during the Kickoff Workshop when the team is creating their 
extraordinary goal, and it is a great skill to reinforce throughout 
Team Advantage.  

  Using the Fast - Forward Focus when the Team Gets Stuck 

 Stuck? Help the team take an action to get unstuck. Team members 
have identifi ed what might keep them from succeeding during the 
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Kickoff Workshop. They listed the things that could potentially 
keep them from winning and they also listed actions that they could 
take to handle those things before they become a problem. 

 Check the Fast - Forward Focus to see whether they are stuck 
around something they identifi ed as a possibility and check to see 
whether they have already listed what they should do. They almost 
always know in advance — so tell them how smart and insightful 
they are. Ask: 

   “ What is the overarching action, or steps, that the team can 
take now to handle this challenge? ”     

•

 Once they identify solid actions, ask them about how they will 
execute and make requests with timelines about when those items 
will be handled.     
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  Phase 4 — Celebration 

 PHASE 4 IS the  transforming  stage of Team Advantage. Celebration 
is important for teams to maintain their transformation and also 
to continue having fun. What we ’ ve observed in the two decades 
of coaching teams is this: recognition and frequent celebrations 
ignite creativity and enthusiasm, which are two keys for employee 
engagement. And employee engagement is paramount to success-
ful teamwork.  

 This topic is worthy of its own book. People do not feel recog-
nized or celebrated very often. The result is that they spend a lot of 
time guessing how they are doing and the value of their contribu-
tions. They are often anxious or fearful about losing their position 
or even their employment. These concerns undermine team proc-
esses and productivity, as people operate in a protective state rather 
than a creative one. The real and simple question underlying this 
concern is this,  “ Am I relevant? ”  

 Celebration takes recognition to a new level. When team mem-
bers sense that the team is moving toward a meaningful goal, the 
question about relevance disappears. 

 We tend to reserve celebrating for  “ ceremonies ”  like marriages, 
births, and graduations. These are all milestone events. So it is fi t-
ting that at the end of Team Advantage game we acknowledge the 
many successes with an offi cial celebration. This is also the place 
and time to notice and capture the transformation and growth of the 
team. Transformation literally means  “ beyond the current form. ”  
Asking the team members to discuss how they have grown beyond 
the old forms, systems, and interpersonal dynamics is a great place 
to capture and restate what you have observed as the coach. 

 High - performing employees hold a belief that if they do a good 
job, there will be a reward or recognition. Sometimes the reward 
they desire is simply an acknowledgment in their annual reviews. 
Sometimes it is the faith that when the organization does well, 
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the fi nancial rewards are distributed to those who help drive the 
success.  

 Equally powerful in facilitating the Team Advantage process 
is fi nding the spaces for celebrations of both weekly achievements 
monitored on the scoreboard and  “ lessons learned. ”     

  Opportunities for Celebration During the Process 

 There are a number of opportunities to celebrate during the pro-
gram. Some specifi c opportunities are discussed here. 

  Kicking Off the Game Creation During Phase 2 

 Completion of the team game plan at the Kickoff Workshop is defi -
nitely an event to celebrate. It takes a lot of energy and often quite a 
bit of give and take. Here is one example of how you can celebrate 
that achievement. As the coach, say  . . .       

  “ The completion of your game plan calls for a celebration! ”  

  “ Here is a new ritual or  ‘ ceremony ’  to use when you complete 

something important. Cheer each other on by stopping the 

activities long enough to say what you most appreciate about 

working on this goal together and the sense of accomplishment this 

gives you. ”    

 A practice we have used is to have the team members and leader 
recognize each other by naming the major contribution each person 
made in completing the game plan. For example:   

  “ John, you are an architect in disguise. Your ability to build on 

and synthesize information accelerated the completion of the game 

plan. ”       

 Then ask:   

  “ Does anyone else wish to recognize John? ”    

 Recognize each person who participated in the game ’ s creation. If 
someone was out of the room or for some reason did not participate, 
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simply acknowledge they were not present for this part and that 
you look forward to their contributions.  

  Celebrations During the Coaching Phase and on 
Conference Calls 

 There will be many events to celebrate during the coaching proc-
ess. As the coach, continually look for opportunities to celebrate, 
reward, and recognize members of the team for their contributions. 
Here are some events during Phase 3 that will be great to celebrate, 
with some suggested language to get you started.   

   Event:  100% attendance and participation on the conference call.  

   “ Given your schedules, it is heartening to see everyone 
keep their commitment to this process. Congratulations for 
showing up to play! ”  (Then lead into the coaching session —
  “ Today our objective is.  . . .  ” )    

   Event:  Moving from forming the game to the storming phase, 
when members of the team begin to challenge each other. This 
is a critical stage of team development, where you will learn to 
have a more conscious or  “ real ”  conversation by digging a little 
deeper into the team dynamics. You might say:  

   “ Welcome to storming. Let ’ s stop for a minute and just 
acknowledge and perhaps even celebrate that you have sur-
faced your individual frustrations. Who wants to start? ”     

   Event:  Early accomplishment of a big game goal or action item. 
This will hopefully happen often during the program. Make 
sure you acknowledge and celebrate.  

   “ Susan, you accelerated this achievement, delivering your 
task force goal early. Tell us what you are most proud of. We 
want to celebrate your accomplishment with you. ”     

   Event:  Team Advantage goal was a success!  

   “ Mission accomplished. The team achieved its extraordinary 
goal. Now it is time to party — to come together as a team 
and revel in the success. Time to celebrate! ”       
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 Notice and prepare to acknowledge growth in several areas. 
Here are some examples of how you can recognize simple gains by 
the team. 

   Team Communication 

   “ What has changed for the better in the way the team 
communicates? ”     

   Team Processes 

   “ Has the team adopted new procedures and systems? ” 
 “ What are you doing differently now that ’ s a best practice you 
want to continue? ”     

   Level of Participation and Engagement 

   “ In what ways did the team engage in collaboration versus 
competition? ”   

   “ In what ways did the team grow? ”   

   “ In what area did you witness emotional truth? ”   

   “ How did the team honor and keep the team charter? ”       

  Celebration Party 

 A celebration party is always a great way to conclude Team 
Advantage. The purpose of this party is to celebrate the end of the 
game and also the achievements and the lessons learned. The cel-
ebration party is usually a live event. However, sometimes virtual 
teams may have to have a special conference call to celebrate the 
end of Team Advantage. 

 If you can host a live event, it can take place in a number of ven-
ues, including a restaurant with a private room, someone ’ s home, 
or a hotel conference room. If the team meets off site frequently in 
hotel conference rooms, you can tie in a celebration party before the 
next scheduled team business meeting at the hotel. 

 To prepare for the celebration event, meet with the team leader 
to summarize the results achieved during Team Advantage. Ask 
the leader to share the achievement of the team in each step of the 
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process from the interviews and the themes that surfaced, to the 
individual team member ’ s strengths and contributions. 

 Have the team leader complete a Team Advantage Celebration 
Certifi cate (in the  Team Leader ’ s Guide ) for each of the participants. 
Here is a sample agenda for a live celebration event: 

      6:00 P.M.  Gathering  

      6:15 P.M.  Celebration of the Game  

  10 – 15 minutes — The team leader acknowledges the team ’ s 
contributions — what he or she has witnessed the entire group 
learning to do in new ways or accomplishing. Save the indi-
vidual acknowledgments until last. ( Note:  We often see senior 
leaders invited to these functions to help with the celebra-
tions and acknowledgments. This is a good place for them 
to speak about how the team ’ s game has changed something 
about the culture or the success of the organization.)  

  20 – 30 minutes — The team leader asks the following questions 
to facilitate a ritual of owning the changes and captures the 
responses on fl ip charts:        

    1.   What were the biggest changes that took place during the 
game?  

    2.   Who did you become, or how did you change and grow in 
this process?  

    3.   Beyond the attainment of our game goals and the points to 
win, what are you most proud of accomplishing?  

    4.   How will we keep this alive going forward?  
    5.   What is your commitment to fostering a culture in which 

we sustain this type of learning in process?  
    6.   If you pulled out your accomplishment narrative and read 

it, how does it compare with your actual feeling right now?  
    7.   What, if anything is left unsaid, or undone?  
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  30 minutes — The team leader distributes the certifi cates and 
personally acknowledges each team member. He or she starts 
by recognizing the contribution he or she thinks each person 
made. Acknowledgments can be ordered alphabetically or 
by district or function — whatever seems fair.  

  After the leader has said what he or she thinks a person has 
contributed, he or she asks the team:  “ What would you like 
to recognize in [teammate ’ s name] and how he/she contrib-
uted to you personally as a teammate during this process? ”  
(Have some facial tissues handy! This is an experience of 
 love. )   

  The team leader should take his or her time and be gener-
ous  . . .   and note what has changed in his or her leadership 
as a result of this process.  

  Finally, the leader summarizes next actions and how the 
team will continue to use the concepts.        

   7:30 P.M.  Dinner
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