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WELCOME!


Welcome! And Congratulations! – On taking the first steps of your journey in becoming a better version of you; a more effective practitioner, facilitator, leader, and designer of your unique environments.
From myself, Ben Herring and the ‘Revolution Rugby’ team we are very excited that you have chosen to embark on utilizing this easily accessible resource to assist in the development of you, and how you are going to positively impact all those who are a part of your environments.
We cannot wait to share with you our personal journeys from playing and coaching, from grassroots – to – professional levels; the rises and falls we have personally experienced, reflected upon, and developed from. Throughout this book we will provide real-life examples, stories, thought-provoking questions and activities which will encourage you to think about what you have just read, and to take the next steps in implementing these techniques to your respective environments.
We pride ourselves on the production of this book to be with you every step of the way throughout your leadership and cultural development. To give you the tools necessary to become the most effective possible leaders that you can become. All of our approaches highlighted throughout are modern techniques, that we have effectively applied and developed. It is vital that we to – as coaches and leaders – keep up with modern techniques and changes in our athletes, in an ever-changing environment, to fulfil our full potential and influence.
We dissect this book into many small segments, with easy take-away-messages; what you can apply practically to grow your leadership and become the architects of your environments. After learning from each bite-sized chapter, you are going to go away feeling on such a high! As an adrenaline-fueled leader, with the eagerness to try-out these techniques and marvel in how they positively influence the growth of your players.
We are coaches, leaders, facilitators, and developers. We are mentors and guides. We are ‘action people’ - Coaches are ‘action people’. And you have acted by taking your first steps on your development skills for creating a positive culture.


So, let’s begin…

i
preface


We are still considered to be “young” coaches, who are at the early stages of our journeys, despite already having achieved so much. Personally, Ben shares many similarities of brilliance with some of the most recognized successful leaders across world sport. More specifically, being able to master the ‘chaos’ of a complex high-performance learning environment. An example, for such similarities, can be found in the legendary college basketball coach – John Wooden: considered as one of the greatest NCAA basketball Head Coaches of all time.
The core of our decision-making as effective leaders is to create a type of environment and culture that aims to ‘Grow Great People’. This book shares our objectives of how to achieve this, simplistically, using bite-sized chapters and example activities, that we have already developed and effectively used. We wanted to create this resource for coaches of all levels, with the aim to provide you with the effective tools to create your own positive cultures.
To truly comprehend what it takes to achieve a winning culture takes time and patience. I’m sure we have all come across the term – “success doesn’t happen overnight”? Good ‘coaching’ and ‘leadership’ are each a skill, an art, that requires a depth of understanding and commitment to practice it’s multidimentionalism, to achieve significant results. There will be moments where what we attempt to instill into our environments won’t necessarily provide us with the anticipated immediate outcomes - and yet, there will be methods that may start to show early signs of positive results. We can adopt a metaphor such as ‘creating your wall’ for the development of our cultures. For example, to build this wall strong enough we need to choose the right combination of; ‘bricks’ (e.g., values) and ‘mortar’ (e.g., what will bind everybody together), whilst setting our ‘strong foundations’ (e.g., trust, honesty, confidence – our ‘dynamics’). Once we have these elements of our “wall” in place, we can then start to build, to achieve greater heights (e.g., our successes: ‘private’ and ‘public’). However, we may identify that certain ‘bricks’ and ‘mortar’ may need adapting or replacing in order to improve our environments. ‘How’ to do this? – is one of the primary objectives for producing this book.
We want to help you to become more effective leaders, coaches, and managers – no matter your level: from grassroots to high-performance. Throughout this book we provide you with modern techniques, thought-provoking questions, and activities which you can adopt and/or personalize, to inspire you to think independently, to improve your practice and environments. Such principles have been acquired from over a decade of trials - and many errors, reflections, and adaptations. These are tools that you can use, which can positively impact in you and your teams’ achievements - your ‘private’ and ‘public’ successes.
We are keen to be with you at key stages of your development. To show our commitment to your development, should you have any queries, questions, and/or feedback, we encourage you to outreach to the following email address: pphillips1987@hotmail.com. We will do our utmost to reply as early as we can.


























Part 1



CULTURE DEVELOPMENT: 

THE FOUNDATIONS











1 CULTURE IS KING


‘Culture is King!’ – Understanding Your Culture! 
Having an enjoyable, unique culture is vitally important for improving the experiences of everyone involved in a rugby team. First of all, in this chapter, we need to define our understand of what ‘culture’ is.
‘What do we mean by ‘Culture’?

A ‘Culture’ is a form of togetherness that expresses a team’s values, behaviours, and goals. 

Applying a ‘culture’ stems much further than creating an environment that succeeds in silverware. 

It determines what the foundations are, what the building blocks are to be, that everyone believes will positively impact our focus, allowing us - together – to achieve our set values, behaviours, and goals.  










Ben provides a very honest example, from his own personal experiences, of what is not best to do, when entering into a new role, in a different culture. And the implications this had in one of his roles in Japan. 
Ben’s coaching career had started swiftly after retiring as a player with, arguably, the most successful European rugby team at the time – Leicester Tigers. An opportunity arose for Ben, that was too good to turn down, where culturally, at the time, it would be a shock to Ben’s leadership methods, but also one of the most positive learning experiences in his development to date. Ben took up a role with the Japanese club team ‘NEC Green Rockets’.
Ben accepts that he went into this role with a big ego (‘Drop the Ego’). After previously being in a role with the European giants – Leicester Tigers, who, at the time, had more internationals within their ‘B-Team’, than most teams had in their first. Ben was adamant that he had a “winning-formulae” to achieve instant success (in silverware). However, after a month into this new role not everything was going to Ben’s, or the ‘NEC Green Rockets’’, way; both on-field and off-field. With a string of poor results, and the players becoming disinterested, Ben was confronted by the club captain whom highlighted that Ben’s methods were not working. Ben’s ego remained high, stubborn, that what he was applying would start showing more positive results. Inevitably, there was no change in the outcome; results remained poor and players remained disinterested – there was only one direction in which this was heading. 
The captain confronted Ben a second time, and they discussed about Ben’s leadership methods – remember, these are methods Ben used during his time at Leicester Tigers, so why wasn’t they working in Japan? – The captain highlighted that Ben’s methods isn’t the way in which players in Japan were familiar and grew up with. He had highlighted to Ben that Japanese people are raised differently to how people are raised in western countries. For example, the Japanese population have differences in their education systems from the ages of three. It was highlighted to Ben, that not only was Ben attempting to change thirty-years of different education styles in the team, but thousands of years of Japanese culture - What a powerful message this was to Ben. Ben swiftly realized that he had not prepared as efficiently as he should have done for this role. Ben openly recognizes that [at this stage of his coaching career] he was imitating the philosophies of another coach. He was copying their leadership style, regurgitating someone else’s methods, and their philosophies. 
There is no ‘right’ or ‘wrong’ way, ‘one shoe fits all’ approach to creating a winning culture. Similarly, to adopting your own unique coaching philosophies. But it should be ‘our’ way, creating and embracing a culture that provides you with your unique identity, what makes you different from the rest. We recommend that when entering a new environment, in your new role, to do your research! Learn about the history of the club; it’s people, traditions, its heritage. This was what Ben had learned. Ben went out amongst the Japanese people, in search of English-speaking people, to learn more about the town and the history of the people. Ben soon discovered what methods they traditionally used to learn, and [culturally] their behaviours and values. Ben became absorbent – a vessel to gather as much of new information about Japanese culture as he possibly could. 
Even today, Ben speaks of this example with embarrassment about how he paraded into this new environment and attempted to change its thousands of years of culture. However, - and this is the important lesson - once Ben had embraced his surroundings, attained the necessary new knowledge, and embraced the culture of the Japanese people - things started to positively change. Naturally, performances improved – results were more positive, trust and belief had grown with the players – developing stronger coach-athlete relationships. A ‘togetherness’; sharing a common vision, goals, values and behaviours – ‘a culture’ had developed where everyone was ‘singing from the same hymn sheet’. A natural togetherness grew. A team had started to form. 
When you’re to start in a new role we recommend that you allow yourselves to take an initial step-back. Observe and absorb what is surrounding you, take in as much information as you possibly can. The aim is to experience an ‘out of body’ feeling, like you are floating above yourself, observing your surroundings objectively; how everyone is behaving, feeling, and interacting. Do your research about the club; its history, heritage, the people associated with the club. Yes – this may take time, however, the rewards from this process sets strong foundations in achieving your agreed objectives. If you recognized that there are elements that need to be introduced into your environment, to make the teams culture stronger - get those at the club involved; the players, fans, parents, board members [etc.]. At this stage, such ‘sources’ would be incredibly informative and provide an amalgamation of information that will help you to develop a picture of what works and what doesn’t work at the club. Try it! See what they come back with.
Once we have a greater understanding of the ‘culture’, and have fully immersed ourselves into its history, its heritage, we will have a far greater experience as a coach.

‘Culture. Is. King!
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2 STARTER CULTURES


“Having a Great Culture – Defines Great Teams”

The art of growing a great ‘culture’ is communal. It’s a cohesive effort to creating the environment that excites everyone within it. Your environment creates enjoyment and comfort that brings out the best of everyone’s potential in performing their crafts. ‘Culture’ is about bringing people together. 

Q. Can we measure something as intangible as ‘Culture’?
It has been widely noted by many experts from within the realms of sport and business that ‘culture’ cannot [and should not] be measured quantifiably (measured or expressed using numbers). As you may recall from the previous chapters in this book, the attributes that effectively design a culture are its values, beliefs, and assumptions, and a cohesively developed vision and direction suitable for the enhancement of performance and the development of your environment. 
‘Culture’, for example, is like a science fiction-horror movie. The 1958 movie ‘The Blob’ – Steve McQueen’s debut starring feature movie - about a consistently feeding and growing alien amoebicidal entity, that devours and dissolves people, which encourages it to grow larger, and more aggressive, until it becomes the size of a building and becomes incredibly difficult to stop [unless your Steve McQueen of course]. This is what ‘culture’ is, [in a metaphorical context] and what will happen when we instill the right cultural attributes within our environments.
Creating an effective culture starts with you! – the coach, the leader. Just like ‘The Blob’ example - once you have started the development of this process, that creates an environment that encourages the growth of its participants, its values, beliefs, and assumptions – the ‘foundations’ - your culture will then start to feed upon itself and grow to become a beast of its own. We – the coaches – are the ‘starter culturists’: we initiate the start off the process, the birth of the organism, which can then grow and become independent, feeding upon itself. 
The most successful cultures in the world are the ones that grow naturally, organically. As a coach, a leader, we are not going to be able to enhance the rate of growth of our cultures alone. We can contribute incrementally, however, this would likely result in a time-consuming approach. We need the contributions of our assisting staff members and our players – all of those who would be directly impacted by our culture. If we had twenty, thirty, or forty-people all contributing and buying into the formation of one culture, then your culture is going to grow far more quickly. 
We have seen many examples of successful sports teams, who’s cultures were at the epicenter of their successes. For example: John Wooden’s' ‘UCLA’ and Phil Jackson’s ‘Chicago Bulls’ basketball teams; Bill Belichick of the ‘New England Patriots’, George Halas of the ‘Chicago Bears’, and Vince Lombardi of the ‘Green Bay Packers’ American Football teams. If we look at some of the examples in rugby union, then one of the best has to be the ‘Crusaders’ and the ‘All Blacks’ of New Zealand. These two rugby cultures are synonymously regarded as the two environments which have achieved successful cultures. Across New Zealand, there is an underlying statement that if you play for the Crusaders there is a far greater chance for you progressing to win caps for the All Blacks. The Crusaders culture is so good that it makes individual players shine much quicker, who excel and progress to perform at a level suitable for the All Blacks. The fundamental contributor to such success stories is the Crusaders’ culture. It’s a culture that feeds upon itself, which has now grown to be mainly governed by the players, and not so much the coaches. 
One of the most notably contributing people in the formation of such a culture is Wayne Smith – who was the ‘Assistant Coach’ with the All Blacks for sixteen-years. Regarded as one of the best coaches in the history of the game. Wayne Smith had instilled the development of both the All Blacks and the Crusaders’ team cultures. He took over from the Crusaders in 1997, a year after they had finished rock bottom of the [then called] ‘Super 12’ competition. Wayne Smiths impact was instant, leading the team to win two titles in 1998 and 1999 before his appointment as an ‘Assistant Coach’ with the All Blacks. 
The All Blacks have a slogan: “Better People Make Better All Blacks”. This slogan, alone, encapsulates what the environment, culture, and being an All Black is all about. For example, it has been documented [most notably in James Kerr’s book: ‘Legacy’] about how the All-Blacks players make sure that their changing rooms – home or away – are clean by the time they are finished using them, no matter how big the superstar they may be. They leave the changing rooms in the same condition in which they would leave their own lounges in. 
So, what had changed? Not the players – but the culture. What Wayne Smith had accomplished was creating a culture that encouraged the players to understand what wearing the Crusader’s jersey meant, what the community meant, and what the game meant to the people of the community – he formed a bridge connecting the team to its community. He achieved such a strong culture that it has been one known to still continue to have an influence today – twenty-years later. Similarly, with the All Blacks, when Smith had arrived rugby, even the All Blacks, was very much still a drinking culture. But the All Blacks had initiated changes, they became connected in different ways. For example, leadership groups were formed, players were encouraged to have a greater input into their culture, they became empowered by Smith. 
What we admire about Wayne Smith the most is that he is just one man! Yet, this “just one man” had a monumental influence by initiating a change of culture. 
It starts with the coach, with you – the leaders. Culture is so powerful! If you get it right - it grows independently. 
A great culture – truly does – defines great teams. 



















#1 Activity – ‘So, Can We Measure Something as Intangible As ‘Culture’?
Even though culture cannot be measured in a quantifiable way, it’s components can be monitored in a comprehensive way.

For example:
‘1’: “Leadership”
· Like culture, can be challenging to measure. However, we can encourage to gain an insight or awareness of how our leadership is impacting our environments, our cultures. For example, one method is in attempt to achieve feedback from those we’re imposing our leadership onto. We can conduct this through the use of ‘Engagement Surveys’ or ‘Pulse Surveys’, for example. 

‘2’: “Communication”
· Communication is multi-complex, and incredibly difficult to measure as there are so many different forms that can be effective given particular scenarios and situations. One of the most effective I have used is using a video camera and being hooked up to a microphone to record how you communicate with your teams. A method, or tool, useful for assessing the impact of your communication is the ‘Arizona State University Observation Instrument’ (ASUOI).

‘3: “Wellness”
· A successful culture is one that endures consistent attendances, who feels that they are being looked after, applying themselves to their craft with enjoyment. If you have lower levels of absentees, it is likely that your players are generally happy. 

‘4’: “Vision”
· When creating our cultures, do we have the input of all those within it? A healthy culture has its roots set into a set of core - agreed upon - values that defines the type of behaviours they would like to see instilled into their environment. These values create the foundations and direction to which everyone at your team wishes to work towards. For example, players can get rewarded for providing examples of these behaviours. As leaders, we can keep a record of such examples, and who is performing them. Then reflect on these throughout/at the end of a season.
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3 A FUN LEARNING ENVIRONMENT


A culture has to be fun! We – the ‘culture starters’ – have to create an environment that endures positivity, enjoyment, and engagement. A ‘fun’ learning environment is the most important positive emotion that should become one of your primary objectives, your values, whether you are coaching children, youth, adolescent, or senior level – and – whether you are coaching at a grass-roots - to - professional level. 
From childhood to senior playing levels – enjoyment is one of the most important reasons why we choose to participate in rugby. If we’re unable to create an environment that is fun, we are likely to see a high drop-out rate. This is not only a statistic that belongs to rugby, but sport, and in life. Enjoyment in what we do is fundamentally paramount. 
Rugby is a game that was invented for its enjoyment. We can all recall an example, an environment, from our playing experiences where we thoroughly enjoyed being within. We got excited and couldn’t wait to attend our training and fixtures to discover what we would be doing, learning next, catching up with our team mates and coaches, putting in the graft for our team mates during out games, and socializing after. The more enjoyable the environment we can create, the more the desire players have to exert greater effort, whilst experiencing higher outputs of their enthusiastic sport commitment (a psychological state where players becoming more determined and having greater desire to participate in rugby/sport).
Examples of positive experiences playing within our cultures are easily identifiable. For example, we have overheard players telling each other “This isn’t work – this is fun”, and “One more chance to play rugby this year. It fizzes me up” (Aaron Smith – Highlanders and All Blacks: Scrum-Half/Half-Back).
There are over a million-and-one ways to have fun in rugby – rugby is a fun game. It is important [and easy to do when things are not necessarily going our way] not to get boiled-down by the seriousness and stresses that coaching could sometimes encourage. This can result in clouding our judgements, become “power-hungry”, and make selfish decisions to turn things around, rather than joining and working together to draw-up new solutions. If you are to experience this in coaching, it can easily not become fun anymore. We need to take that step back; look at ourselves [that “out-of-body” experience we’ve briefly touched upon]; reflect on ourselves – be self-aware, self-critique ourselves; and question yourself: Is the fun still there? If not, how can I get it back? What methods and resources can I explore to achieve an enjoyable environment again?
Below we have provided an ‘#Activity’ which can be used as a guide when searching what areas, we could target for developing and environment that endures enjoyment.























#2 Activity: 
The 3-Key-Categories to Consider for Enjoyment:
1. ‘Intrapersonal’ Enjoyment Sources:

Players’ perceptions of their capabilities (or competencies) in rugby, and the number of achievement factors related to these, is what makes rugby enjoyable. Such sources positively reflect engaging in mastery – including exerting effort, also take learning, practicing, improving and attempting to perfect challenging skills (e.g., working away from the team training environment on their closed-skills (e.g., passing)).

Players’ own unique motivations and goal-setting is a source of enjoyment. Greater enjoyment is linked to high-task-oriented players who have their own definitions of success. For example, team goals and how they can play their part in achieving them. 

How players move - in your environments, in training or fixtures - is a source of enjoyment. Such movements express their feelings or movement sensations (e.g., freedom and exhilaration, be able to creatively express themselves confidently).


2. ‘Situational’ Enjoyment Sources:

The process and outcomes of training and competition are sources of enjoyment. For example, during competition: ‘Process’ is enjoyment of experiencing competing and comparing your skill sets to your opposite number. ‘Outcome’ is enjoyment of winning a fixture, and having a winning season. ‘Recognition’ is also enjoyable and should be added. When we receive praise from our teammates and/or coaches, the opposition [etc.].

3. ‘Significant Other’ Enjoyment Sources:

Enjoyment that arises from adults, and from our teammates. From ‘adults’; enjoyment is received when players are being supported and are highly involved within their rugby experiences, when they are satisfied by others by their performance(s). This can act as a motivational tool – especially for professional, senior levels – as high performers can sometimes thrive on demonstrating their talents. With children, this is where parents and coaches are highly motivational, and do not criticize or add pressure when errors occur, but encourage perseverance and determination.
Sources of enjoyment are experienced with integrating with our teammates, our peers, including positive interactions building friendships, and supporting one another. 

There are many resources, or “switches”, that we can use to trigger enjoyment. These can increase and maintain positive motivation and experience. Explore these, and attempt to apply new, alternative methods within your environments. Then take a step back. Reflect – Self-Aware – Self-Critique.
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4 START WITH ‘WHY’


One of the most powerful [yet simple] words that we can use within our integrational environments is “Why?”. For example: “Why am I/are we doing this?”, “Why is the drill done this way?”, “Why do we need to develop these skills?” [etc.].
The whole purpose for asking such questions is to expand upon our current level of understanding; whether we have a deficit in our knowledge on the topic, uncertainty about information, and/or apparent contradictions. Traditionally, asking such questions can be perceived as a weakness or a social barrier. But this could not be further from the truth. If players and coaches are asking questions it reveals them to be active learners; attempting to construct new knowledge, curiosity and the extent of the depth of the learning process. Asking such questions does not necessarily need to be conjured from one individual, but can also be formed from groups - promoting effective communication and problem-solving skills. 
Below is an example of a coach when being asked “Why?”. 
This is an example from an International Women’s Head Coach, which resulted in being one of the most exhilarating coaching [and learning] experiences for this coach to date. The coach had initiated the team to start their warm-up drill that was set-up within close proximity to where everyone was initially gathered. The following [brief] conversation took place:

The Player: “Why are we doing this drill?”
The Coach: “Because this is the warm up drill”
The Player: “But why are we doing this for the warm up?”
The Coach: “I can’t discuss this right now, let’s just go”

This question was not anticipated by the coach, which provoked an instinctively defensive response. The coach openly highlights the reason for his response was because he had felt instantly pressured, therefore, his reaction was to become dismissive. That very same night, the coach struggled to get any sleep. This event had played over in his mind repeatedly, acknowledging the following conclusion that he did not have an answer for this question – basically, the coach did not know the purpose for the warm-up drill. The coach admittedly addresses the reasons for the warm-up drill was because it was the same drill that he has always done as a player, and used as a coach to that point. It was a drill that was easily accessible at the time. What a fantastic learning experience this was for this coach to have so early on in his coaching career. This coach understood – from the frontline – just how powerful asking the question “Why?” was; for the player, as well as a coach. The coach had pounced at this learning opportunity, and adapted his methods to his preparations, one in which he still applies to his coaching sessions today. Every session that this coach now designs, he questions “Why?” - “Why are we doing this drill?”; “is it because I believe this drill to be the right option? at the right stage? for this group of players?”, or “whether it was because I had seen a coach previously do this, and it has ticked a box?”.
A lot of this coaches’ drills from the early stages of his coaching career were just ‘tick-box-drills’: imitations from what he has seen other coaches do. Imitating has a degree of its usefulness, as well as video clips from rugby coaching resources, however, these should only be adopted to provoke ideas and not to directly imitate. Some of the reasons for this are: We do not know the details of why other coaches designed those sessions and for what objectives; they have different philosophies, values and behaviours that are used within each training session that they design; they are working with different players, with different requirements, who are at different levels of physical (e.g., skill sets) and psychological (e.g., decision-making) capabilities; and they have different tactical approaches, which have an influence on the direction and focus on certain skill development techniques, and why they chose these. If we [the coaches] were to apply such a drill/session that was not a construct from ourselves, and/or our assisting coaches, for within our environments, we risk the impact this could have on our players’, and environments, development and progress. So, adopt the following approach, simply ask yourselves the following question(s):

“Why am I doing this drill? For what purpose?”

If we cannot answer this question with a justifiable reason, then the drill will be scrapped, and we start to re-design the drill. 
It is common that sometimes, as coaches, we end up being on ‘autopilot’, and temporarily lose that self-awareness of our environments, our immediate surroundings. This can create ‘grey areas’ within the eyes of our players and staff. Without questions or a coach highlighting its purpose, the players are unaware of the reasons as to why they are running a particular session or drill. If we are unable to answer such questions when asked, then we are at risk of jeopardizing the credibility, the strengths, of our ‘coach-athlete relationships’. It is important to ask “Why?” – just as it is important to tell the players “Why?”. We are all-one-culture, we are all collectively contributing to achieving the same objectives, so it is important that we [the coaches] are publicly open about the “Why?”. By adopting this approach your players are more likely to respond to you with energy, enthusiasm, and start the session/drill with a clearer understanding of its purpose and objectives, and more likely to enjoy and remember that session/drill. 
Eliminating the ‘grey’ results in a much more effective learning environment. Become the architects of our coaching sessions. ‘Start with Why?”.
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5 WHY THE SMALL THINGS MATTER


The “small things” are our building blocks, the vital details that mold our culture; philosophies, values, and behaviours together. Try to envisage the following metaphor: The “small things” are our ‘foundations’ – the important stuff that we want to instill in our daily interactions – our values and behaviours. When we have good, solid ‘foundations’ we are able to build and achieve greater heights, we could build sky-scrapers. However, if we are unable to effectively lay a good, solid ‘foundation’ of our values and behaviours, we are unable to build a garden shed. 
Let’s apply this metaphor into our environments. If we don’t apply the “small things”, what does our rugby environment look like? Is there any cohesion? Is there a “team”? Are we enjoying what we are doing? In this chapter we will highlight the importance of implementing the “small things”, and the significance they have within any team environment. 
Within High-Performance rugby, traditionally, the differences between teams that win and lose are the small things, the intricate details. For example, it could occur on-field: - each team had a similar attacking opportunity to score a try, in the latter stages, to win the game. However, the team that won executed their pass accurately, safely into the hands, at the middle of the body, of the on-running receiving player. Yet, the team that lost, had inaccurately passed the ball behind the receiver, resulting in the ball being knocked forward. Or it could be off-field: - the winning team has a coach who creates an enjoyable environment, where they delegate with their players on key decisions. Whereas, the losing team’s coach is dictative, power-hungry, who believes his/her way is the only way, and doesn’t take responsibility when things do not go their way. 
It is also important to manage our level of interpretation of the ‘small things’. If we become fixated, to a high degree, with how we execute small details, with everything that we do, then this can have an adverse effect. For example, it could result in your values and behaviours losing their potency, or, as coaches, we could become easily stressed and/or angered when consistency at unrealistic high levels of performance are not achieved. It is vital to achieve balance, whilst implementing small things which are achievable, and can be realistically maintained, which encourage our values and behaviours.
“Don’t sweat the small stuff”
Q. How would this look like in our - L’s and C’s - environments?
For example, have you ever been invited into someone’s home – a friend, colleague, family member [etc.]? How did they greet you? Were they welcoming? Did they shake your hand? Engage in eye-contact? Did they offer you a hot/cold beverage? Some place to sit down? Ask how you were? – How did they make you feel?
It’s good manners, isn’t it? - A warm, accommodating welcome, to help us feel comfortable in an environment that is not of our own. Such an approach can create an instant positive connection between you and your guest. Is how we interact with our players in rugby any different to how we introduce someone into our homes? Our lounges?
Our rugby culture is our lounge! As coaches, we are the host. When our players come into our culture, our lounge – our changing rooms – should how we interact with them be any different to welcoming someone into our home? Let’s greet our players with a smile on our faces, maintain eye contact, shake their hands, and engage in small-talk, such as: “How are you?”, “How has your day been?” (etc.). We want our players to feel comfortable, as if we were inviting them into our own home, especially new players.
Now, using the same examples, imagine if how you were greeted was to be the opposite. Your host answered the door, but didn’t greet you or verbally invite you into their home, and left the door open for you to enter. The host then returns to continuing whatever task they were conducting before you arrived. There was no greeting, no handshake, no genuine attempt for small talk - How would that experience make you feel?
We are back in our rugby environment. Our players are entering the changing rooms, some of the players for the first time. There is no greeting, no handshake, no small talk – no acknowledgement of their presence at any point before going out onto the rugby field – how would your players feel? How would the new players feel?
We are ‘culture starters’, we want everyone who enters our environment to be positively impacted; enjoy and eager to get involved, to see their teammates and coaches, to be able to learn and grow. We are advocates of our instilled cultures; our philosophies, values, and behaviours – leaders by example. Not only is it good manners to greet our players this way, but it is reinforcing values and behaviours that you would want to see.
Make your changing rooms your lounge!
15
10
16





6 VALUES


Let’s start off this chapter with two of the most frequently asked questions we have encountered when interacting with new/beginner coaches on the topic of ‘culture’:  

“Q1. Where do we start with ‘culture’?”

“Q2. How do you grow a ‘culture’?” 

It is important not to be too defined in what we do. Sometimes, “less-is-more”. There are not going to be any two-cultures the same; whether these are two different clubs you have coached or a different coach developing the clubs’ culture. 
What is key to answering these questions is that you first need to – ‘Nail your Values!’.
We must understand what ‘values’ are. Values are distinctively chosen words with the power to provide direction to the way individuals, organisations, and societies want to act; what they strive to achieve, and what they hold to be of high importance. Values are a set of standards and behaviours that we want to be ever-present within our cultures. We want our chosen values to not only bring out the best in people and our players, when they are on the training field or during competition, but also away from rugby. Having a set of values to aim to fulfil one’s full potential, will not only positively influence what they do on the field but in all of their endeavors throughout their lives. 




#3 Activity: 

Q. So, how do we choose our ‘Values’?
We can do this by conducting the following 3-Steps:

1. Form a ‘Think Tank’:

By a ‘Think Tank’, we mean that it is better to go through this process with the inclusion of others. This is key. We want to gather the insights from our fellow coaches, players/leadership groups, and the people who are investing in our teams’ progress and development. Our first step would be to take as many suggestions as we possibly can, from everyone within the room, and write these down so that they are visible for everyone to see. We want these suggestions to be everyone’s interpretations of what values they believe to best represent the area/region, the jersey, and the history of the team: those who have previously been a part of the club.


2. ‘Boil them Down’:

The next step is to then narrow these suggestions so that we have a final three-remaining. - Why three, I hear you ask? – There has been an abundance of sociological research conducted into the impact of value-setting. Having up to three-agreed-upon values was concluded to being the most impactful amount. However, by adding more values to these three could potentially hinder the powerful impact that value-setting could have within your environment. So, we advise to ‘boil down’ your suggestions so that you are left with three.

3. ‘Apply Imagery to Each Value’:

This is what we call an ‘associative’ technique, with the primary goal to help everyone to be able to remember [in this example] a particular word with a powerful image. Having attached an image to each agreed-upon value can act as a powerfully useful tool. It reminds players and staff of each value more potently and help to maintain focus on what you – as a culture – are attempting to achieve. 
 
























An example for this process being effectively conducted was working with an English professional rugby teams Academy Head Coach. This particular team had designed their values and assessed how they initially impacted their culture. Upon my initial appointment, I had identified that there were a handful of key words used to underpin their values throughout the organisation. However, when some of the players and assisting staff were questioned what each of these values meant – there was moments of brief hesitation that progressed into dominant silence. This spurred change from the Head Coach. Following the same process above, the Head Coach had gathered all the Academy staff and the player leadership group to contribute to the design of the three-key values that would hold purpose and to help take this team forward. 
Once this team had these three-values nailed, we got all the players in for a ‘culture-building’ day. What was asked from the players was for them to decide what each of these values looked, sounded, and felt like. Even though the coaches, leaders, those invested into the teams’ progress, had negotiated what three-values were to be used (cultural starters), it was up to the players to decide and agree upon the details of these values (culture growth). For example, some of the ideas that the players came up with were: ‘Work Ethic’ – looked like “sweat”, “gritted teeth”; ‘Culture’ – sounds like “laughing”, “high-fives”, and “pats-on-the-back”; and ‘Growth Mindset’ – looks like “shaking your opposites hand if they make the starting team in your position” and “targeting 1% improvement a day, for self-development”. 
We had initiated the design of a new image, a logo, which signified the team colors (background color), the teams crest (located in the middle), with significant landmark, which is very iconic to the history of the region - in the background. The landmark signifies that, even though we are a team, everybody within the team is on their personal journey. Everyone’s personal journey is different, with the peak representative of their goals being different to another team member – no two peaks are the same. Everybody was looking at climbing their own mountain; maintaining their climb forwards in an ascending direction, towards the clubs three-guided-stars (located at the top of the crest) – their set values: ‘Growth Mindset’, ‘Work Ethic’, and ‘Culture’. This image was broadcasted on display everywhere, all over the walls when they entered their facilities, and training and changing rooms. These values were all around the players. 
Initially, these values were not immediately applied. It took a specific event for the players to initially identify themselves to become an example of the values they had set. After the team had their ‘culture building’ day, in the following evening the players had a conditioning session in the gym. At the end, everybody had gone home apart from one player, who remained behind to clean up and put away his, and everybody else’s, weights that were left lying around. It took him over twenty-minutes to do. The Head Coaches initial reaction, witnessing this, was one of initial anger and frustration – it was only less than twenty-four hours earlier that the players had personally applied their beliefs and behaviours to each of the three-values. The Head Coach went home that evening to reflect on how to productively act upon this. He had remembered one of the key messages he reiterated to the players: “to reinforce the behaviours that we want to see”. The following morning, the Head Coach called the players together saying: “Players, before we get started this morning, I would like to thank *the player* because he was in the gym for an extra twenty-minutes last night cleaning up the gym, getting it into pristine condition, ready for this morning’s session. What a great example to live up to our cultural values”. The reaction from the players was exactly what the Head Coach was hoping to see - all of their heads had dropped. The Head Coach could see, immediately, that the players understood that they had let themselves down, they already had slipped-up on their values. 
This example provides a very powerful method of how we can get a key message across to the players. Sure, the Head Coach could have easily been angry and aggressively vocalized his frustration at the players, but how constructive would this have been? Instead of highlighting a negative action, the Head Coach promoted a positive one. This action positively impacted the team, far greater than a negative one could have, resulting in the condition of the gym consistently kept and maintained to a high standard from there-on. 
‘Values’ – this is your starting point. Remember, you are ‘cultural starters’. Allow what you have started to manifest, to be grown by your players, your culture. 
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7 SIMPLE STRUCTURES


Creating ‘simple structures’ is an effective process that can positively influence your cultures and team’s performances. Whereas, implementing too much structure can hinder a team’s progress as it can easily over-complicate basic principles that are initiated to develop certain aspects of your team. We need to achieve balance, a happy medium. It is also important to analyse, reflect, and gain feedback on the impact of our implemented structures on our environments. 
It is important that we set our simple structures before we start to look at our X’s’ and ‘O’s’. For example, if we had no simple structure in place for developing our team’s scrummaging technique, and focused immediately on the X’s’ and ‘O’s’, it is very likely that you are only going to achieve chaos; eight players focusing on individual skill-sets without determining if any cohesion is achieved, and a very unorganized, unsafe, and lack of consistency in your scrummaging performances. 

Q. What ‘simple structure’ could we apply to this example to gain consistency? Effectiveness? Safety? 

Q. How can we encourage development and progression in our scrummaging performances?

An example for this, was when we were mentoring a high school coach, who was focusing on developing a team’s scrummaging performance – without any simple structures in place. The coach had initiated each player to prepare; where the props should position their shoulders, and the second-rowers/locks with their binds […etc.]. The coach then initiated the appropriate calls for engaging in the scrum: “crouch – bind – set”. The players then reflected upon their contributions. A further twelve-more-scrums were performed, and reflected upon, with many different players requesting different requirements from their supporting players each time. As mentors, we had identified that one of the loose-forwards had changed something significant with every performing scrum. This particular player was more concerned about his skill-sets, rather than the implications of his skills and the cohesive performance of all the players competing in the scrum. However, the players direction of individual thinking was encouraged by the coach. When this player was reflecting upon his performances, he was unsure as to why [at some of the scrums] one thing had worked while another had not. The reasons for this were that there were no simple structures in place.
Applying a simple structure has the same impact as building your ‘foundations’ to creating a building. If we have our good ‘foundations’ in place (our simple structures), we can build to achieve incredible heights (e.g., the level of our performances). However, if we weren’t to have such ‘foundations’ then it is going to be very difficult to make anything stand.
Instead of focusing on our X’s’ and ‘O’s’ to begin with, we must first have our simple structures in place. For example, [using the same scrummaging example above], if we were to apply a four-step-structure: 1 - the front-rowers are going to bind and set up; 2 – the second-rowers/locks and loose forwards are going to bind while on their knees; 3 – the number-eight is going to come in whilst the front-rowers are going to position themselves ready for contact; and 4 – the players on their knees are going to lift up, and everyone is going to squeeze as a group. Once the players have routinely embedded this simple structure – through repetition, it becomes second-nature to them - we can then start to focus on developing our X’s’ and ‘O’s’, our skill-sets, to determine which technical adjustments to certain players would benefit their – and the teams – scrummaging performances. Applying simple structures creates a performance platform, that can also benefit and enhance confidence, whilst avoiding hinderance.
The same process should be applied on the topic of our general tactical play. For example, we have a lineout with the tactical aim to distribute the ball to the other side of the field, with three-tactical-breakdowns of play to purposefully draw-in opposition defenders, to create space in the other wider channel. If we applied a simple structure, such as; allocating specific roles for certain players to attend each breakdown, and the players understood their roles and routinely applied them, we can then dive into analyzing and developing the finer details to enhance their effectiveness in their roles. For example, applying the correct technique and height to secure the ball and/or take away the opposing defender.  
Simple structures develop a greater cohesion and provides the foundations to enhance individual development and contribution, to benefit the evolution of the team. They instill confidence, and create a solid platform to develop your skills upon. 

Let’s set our foundations strong, and set our simple structures in place first, before considering the development of skill-sets.
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8 WHERE TO GROW YOUR L’S & C’S


This book is all about driving growth; improving you as an effective practitioner as a ‘Leader’ (L’s) within your designed ‘Culture’ (C’s).
When exploring opportunities to start learning about rugby tactics, we tend to initially approach online resources and/or shadow other coaches more experienced to attain knowledge. We attend workshops, national rugby governing body courses and tutorials [etc.]. Such approaches can be beneficial, to some level, as we are absorbing a lot of new content. However, what you learn from this sources about how a coach interacts with his/her players, the tactics he/she is applying and their reasoning for these tactics [etc.] - are such approaches necessarily likely to work with your team? Your level of players? In your culture? In your environment? Yes – take away the important messages that you feel may complement your philosophies and environments, but it is important not to imitate! Develop your own personal profile as a coach, a leader. This will become more impactful and beneficial to your players, your culture, your leadership skills in the short-medium-and-long term. 
Within my role as a Coach Educator, when asking new and experienced coaches about how and where did they learn about their L’s and C’s, the majority of responses are often “there’s a lack of opportunities” [outside of their interactions with Coach Educators and other coaches]. My response can often be the following: There are positive examples everywhere we look, we just need to start being aware and absorbent of them. For example, …
…some of the best learning opportunities can often be away from the realms of rugby and sport. One experiences Ben recalls was walking into a local café and how the vibe instantly grabbed hold of his attention. It was clear to Ben that this café had created a positive environment, where people could comfortably feel relaxed and interact socially. Ben introduced himself to the manager and their members of staff, complimenting them on the feeling he had experienced there. Later that week, Ben returned to the same café, and noticed that the manager he had met seemed stressed - crunching away numbers with mathematical calculations scattered everywhere, leaving very little room on paper for anything else. Ben had approached the manager and politely greeted her. The manager’s response was instant and positive – greeting Ben back, and asking how Ben was. 
There are two important points we would like for you to take from this example, which can be applied into your rugby environment:
1. ‘How both Ben and the manager had remembered each other’s name’. This may appear to be insignificant in its importance, however, remembering someone’s name has important implications. Firstly, it creates a better relationship; both people will naturally feel more comfortable to be around you. Secondly, people will feel that they are important to you if their name is remembered; it makes people feel valued and encourages them to be more open and more likely to converse with you. And thirdly, a person’s name connects you to their identity and their individuality. It promotes a greater connection to who that person is. It naturally creates a level of respect. It also shows that person that they have made an impression on you, there is a natural feeling of mutual bonding from your interaction.

2. ‘No matter how stressed you are with what you’re currently doing and/or thinking - make the effort to greet everyone with genuity and positivity’. In the example above Ben could identify the stress in which the manager was experiencing at the time of his approach. However, at a ‘flick of a switch’, the manager had clearly learnt the importance of how greeting people has – her reaction to Ben’s greeting showed no evidence of the stress that she was enduring at that time.

‘Good culture and leadership examples are constantly all-around us’

Ben’s wife – Wal Herring – has an inspirational quote: [of which I am sure she wouldn’t mind me sharing with you] … 

… “Take the experiences from all walks of life and apply them to your own situation”.

Further examples can be when you attend your local supermarket. How does your checkout lady/man communicate with you? Think of the good examples, and how they made you feel? Could such an approach be transferred to your rugby environment?
Think about a police man/woman. Look how this man/woman communicates to the public; his/her approach? Whether he/she smiles and greets you positively? How they ask you, with genuity, how you are and how your day is going? And how they communicate to you on your level? – jargon free, in a language that is easily identifiable and understanding for you. 
Think about such examples of interactions that you encounter: How did you feel? Comfortable? Uncomfortable? Whether such experiences were comfortable or uncomfortable – there are lessons to be learned from both experiences. ‘Comfortable’ – Can I take this approach into my coaching environment? How are the players likely to respond to me communicating in this way? ‘Uncomfortable’ – I would want to make sure I avoid presenting myself in such a way, or communicating in such a way […etc.]. 
I hope you can identify such opportunities are all around us. You do not necessarily need to be in a rugby and/or sporting environment to learn such lessons – these opportunities are constantly presented to us, we just need to be aware of them, absorb them, then try them. Apply what you have learned into your environments, into your culture, apply them consistently and reflect upon the impact upon your players, your team, so that you can identify whether a positive change has occurred or not. And see how people respond.



















#4 Activity – ‘5 Steps’ to Help You Remember Names:

‘Step 1’: “Meet, Greet and Repeat”
· Once you have just learnt someone’s name, try to continue to use their name in your conversation. For example, “Hi Sarah, it’s nice to meet you”, or when you’re asking a question: “How long have you been coaching for Sarah?”. 

‘Step 2’: “Use of ‘Association’ Technique”
· When you have been made aware of that person’s name, create a direct association to that person. A visual representation that can uniquely connect you to remembering that person’s name. For example, “Ben is the only one in the team rocking a Mohican hair style”. -- Or -- you could use a catchy phrase, using a word that rhymes with the name: “Ben started playing rugby when he was ten”.

‘Step 3’: “Make Connections that are Personal”
· Making connections that are personal to you is also a helpful technique in remembering someone’s name. For example, Sam has the same name as my dog.

‘Step 4’: “Visually, Spelling Out Someone’s Name”
· This is a technique used to make a visual memory. By spelling out a person’s name, in your mind, at the time you have finished speaking to them, helps to create a mental image of the name attached to the person’s face and/or appearance.

‘Step 5’: “Care!”
· Many psychologists and memory experts point out that one of the main reasons why we often forget people’s names is that we are not really focused on learning their name in the first place. This could be due to potential distractions, or a genuine disinterest (which is not what we want to be doing if we’re leaders). By making a conscious decision to remember someone’s name, acts like a muscle, and – by caring - can encourage you to become better at remembering people’s names.
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9 COACHING IS PARENTING


Naturally, when we start our coaching journey, we directly focus on the ‘X’s’ and ‘O’s’, the tactical aspects of the game. When myself and Ben started, we became obsessed with them; we became overly structured with, for example, where to apply your arms during certain tackle types, but acknowledge how sometimes we forgot about the importance of applying the “softer” skills (e.g., empathy, collaboration and adaptability, time management etc.) of coaching.
Ben started to make some real inroads after the birth of his first child. It had changed his perspective, his outlook. ‘Coaching’ and ‘Parenting’ are synonymous journeys of personal development and requirement. We are presented with a range of challenges, at different times and levels, which require us to explore and learn about choosing the effective methods to achieve the best possible results. We endure these challenges – albeit sometimes with a little reluctancy at times. We want to ‘Grow Great People’. 
Understandably, when our child/children failed to achieve the anticipated heights of their [for example], academic potential in an examination, there are natural feelings for disappointment. However, we endure the majority of our time parenting to produce the best possible version of our child/children’s potential. We want our children to live by the right values, behaviours, and the way they apply themselves. 
As coaches we want the same outcome for our players; to grow and to care about their behaviours/their etiquette, hold great values, have a growth mindset, apply themselves effectively to particular challenges – and not run away from adversity but to face and overcome adversity. Whereas; tackle successes, tries scored, points converted […etc.] becomes secondary. 

‘Coaching’ is ‘Parenting’                              ‘Parenting’ is ‘Coaching’




Think about a father who’s about to give-way to his daughter to a man she is about to get married to. The father is letting go of his companionship with his daughter to another man who will be taking over this part of the relationship. As a father, we want the person that our daughter is marrying to be one of positive influence that is enlightening and not extinguishing. We want them to help our child to become a better person, and not to hinder and squash them down.
When you relate this example to your coaching environment – especially if you are coaching below a senior playing age level – remember, those players are someone’s child. If you think about this for a second; what would their parents want to see when you’re interacting with their child and/or children? If you have that in mind as a parent, you have these ‘soft skills’ as a coach. For example, adopting an ‘autocratic’ coaching style, a dictating approach who is very demanding, who is likely to crush the spirits of his/her players – do you think this approach is effective in how we communicate to a child/children? We want our child/children to flourish, the same as we do our players. We want a positive interconnected relationship that doesn’t just connect as a ‘player-coach’ relationship, but from one human being caring about the other – love and empathy. Naturally, there are occasions coaches and parents will encounter situations that will require some form of discipline to be carried out, however, ‘how we do this?’ is vitally important. We do not want to promote a ‘blame’ (we will explore this concept in greater detail later in this book) culture or fear, but more-so methods where the player(s) being disciplined can effectively reflect, problem-solve and understand their error(s), and [more importantly] learn and grow from the experience. #5 Activity  
Q. Write down, on one side of A4  paper, what do you want your environment to say about you as a ‘coach’? 
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10 COACHING AS A TEAM


Rugby is a team sport – but could we treat ‘Coaching’ like a ‘micro-team’, within your team?
At times, we [coaches] don’t always think that we have the needs to rely on others, as do the players, in terms of working as a team. For the players to give themselves the best possible opportunity for achieving their performance and outcome objectives, they need to rely on one another and effectively conduct themselves to the highest level possible within their specific roles. For example, for an ‘openside winger’ (position number: 14) to convert a try-scoring opportunity he/she must first trust and rely on his/her teammates to effectively perform their duties before the ball could get to him/her. For example: the pack of forwards (position numbers: 1-8) – would need to effectively secure the ball in a [or multiple] breakdown(s), the half-backs (position numbers: 9 & 10) - effectively identify the space and greater attacking numbers openside, and distribute through the back-line, until [eventually] grasped firmly into the palms of our ‘openside winger’ - to get over the try-line. 

Q. So, why should coaching be any different?

Sometimes, as coaches, we can forget that it is important to rely on the input from others. We can isolate ourselves when making decisions. The input from other sources can provide us with an expansion of information – from various perspectives – that allow us to amalgamate and delegate information to make more effective decisions. If we were to remain isolated our coaching environment can swiftly become a very lonely place. For example, do you remember the old ‘Incredible Hulk’ series, starring Lou Ferrigno? – Perhaps we’re showing our ages here! Do you remember at the end of the episodes where the Hulk walks down the side of a long high-way, on his own, with the addition of the sad background music being played that intensifies his loneliness? – We don’t want to be the Hulk […on this occasion anyway]. We don’t want to become that down-casted coach who has taken the world upon his/her shoulders, in isolation. This is not a happy place to be coaches! You might have already experienced this, where perhaps you happened to be faced with a challenging situation which you didn’t know how to solve, and didn’t know who to turn to for help? If so, do you remember how you felt – physically and emotionally? Yet, if we had the input from, for example; an additional coach, a couple of players, a parent, and an additional volunteer = that’s six contributing sources. “Two heads are better than one!” – and six are better than two! We have created our ‘micro-team’, a mini-culture, which is multitudinal, helps us to make better decisions because we’re gaining a greater depth of information. 
One possible solution could be; If you are coaching in an environment, where you have no assisting coaches, where parents are consistently present at your teams training sessions - why not call-upon some of them and ask if they could assist you? If you know that they are of a good character, and could contribute – bring them in and get them involved. Parents love to feel included and feel part of the team. So, let’s get them involved. They could assist you in; making sure your training environment is safe to train in, help you to carry training equipment and/or set up your training session(s), and help to watch a particular group whilst you are temporarily focusing on another group for a short period of time […etc.]. As coaches, we can always benefit from additional help. It is okay to ask, it does not undermine our position as leaders – it adds to it. We cannot focus and identify every possible minute detail that happens in a live event – whether it’ll be during training or a fixture.  Even the most highly regarded successful rugby coaches in world rugby can only identify 40%-60% of what happens during a game. Therefore, it is important that we try not to apply too much pressure/stress on ourselves to gather all of the information and provide all of the solutions/decisions own our own. By adding assistants creates a broader perspective of information for us, a multi-angled approach, that can help us to become more efficient decision-makers. 
The following provides such an example of a situation where the assistance from parents was utilized. After the delivery of a training session a parent had noticed, an unseen event, that two particular players [when together] directed their focus on each other as opposed to the coach delivering direction and feedback. Gaining this information from a parent proved invaluable in the coaches’ reflections. In the following training session, the coach had allocated group work, to which the two players were separated. This encouraged their individual focus to be directed upon the coach, the other players in the group, and to conduct the training session effectively. From the example above, asking a parent to assist with the monitoring of ‘behavior’, whilst the coach could direct his/her focus on the delivery of the training session proved to be effective and helpful. The more parents you can get involved and to assist with various team activities - the better.  
The next time you are training your players, we encourage you to plan to designate and delegate a role, or roles, with coaches and/or parents. We can assign specific roles to our assisting coaches and parents, such as; asking to monitor technical abilities (e.g., where the players’ hands finish when passing the ball) or communication (e.g., is communication present? If so, is it effective?). At the end of the session, you can come together, gather and exchange information, and then reflect. Such a process will allow you to effectively prepare and progress into your next session. 
…Coach as a Team!

#6 Activity – The Five “W’s” & One “H”:
In this activity we are looking to apply more specific forms of ‘open questions’ examples that would benefit you during this process. We recommend that you utilize the following template of the Five “W’s” and the One “H”.
· Adopting the following approach can help you to effectively gather specific information. For example:

1. ‘Who’: was involved?
2. ‘What’: had happened?
3. ‘When’: did it happen?
4. ‘Where’: did it happen?
5. ‘Why’: did you think it happened?

…And…
6. ‘How’: did it happen?

· The same process can also help you to take the right steps moving forward. For example: 

1. ‘Who’: would be involved? …coaches/parents could be involved?
2. ‘What’: do we want the training session look like? …equipment do we need?
3. ‘When’: do should we use this drill? …intervene in the drill?
4. ‘Where’: would we like to perform this drill? …would we like such skills to be performed?
5. ‘Why’: is are we doing this drill? …are we focusing on developing these skills?

…And…
6. ‘How’: would I like this drill to be performed? …can we get everyone to perform on the same level?
	






























11 MINI-TEAMS: 
THE BENEFITS OF PROMOTING INTERNAL COMPETITION


Q. What are ‘Mini-Teams’? 
Q. How Important can ‘Mini-Teams’ be for your Culture?

‘Competition’ is an integral part of rugby – it’s a competitive game where one team of players competes against the other, with the outcome-goal to finish the game with more points than the opposition. Competition also encourages development and growth – we compete against ourselves, our previous performances, our teammates who play in the same position as us, as well as the opposition. Competition provides us all with opportunities to become better – to bring out the best in ourselves, your players and your cultures, to ‘compete-to-improve’. Therefore, it is vital that we prepare our players to be competitive; to embrace it and face competition positively, to enjoy the opportunity of facing particular challenges. We want to encourage good values into our teams, all throughout competition, such as good sportsmanship and having a positive attitude towards competing. 
‘Mini-Teams’ are small integrated groups formed from within our whole squad. They encourage your players to embrace and enjoy competition, as opposed to having a nervous perspective when facing competition. Competition represents the ultimate challenge for our players. Competition provides the opportunity for our players to excel and grow, but also to fail – in most cases publicly. Competition can positively and negative impact our players’ cognitive, motor and physiological performances and development. 
‘Mini-teams’ can be perceived as creating internal competition, whereas the competition we face on the field, against an opposition outside of our environments, can be perceived as external. The power of utilizing a ‘mini-teams’ concept, can assist in the preparations and development of your players’ perspectives to embrace the challenges that competition presents positively, developing resilience in the face of potential adversity. 
What this does is that it creates a culture that begins to view and embrace competition in a more enjoyment-facing fashion. It can provide players to view competition as an opportunity to not only win, but to better themselves by developing their cognitive, motor, and physiological contributions to their own - and their team’s - performances.  
#7 Activity – How Can We Do This – ‘6 Key Steps’:

1. For example, we can divide our squad into four-mini-teams (depending on the size of your overall squad). We can then allocate certain players on the basis of their positions and/or personalities (e.g., how engaging they are or not) to create balance – four, equally competitive mini-teams. We can also do this with our staff, should we have a cohort that’s big enough, or allocate a member of your staff to each of the four mini-teams. 

2. Each ‘mini-team’ can allocate themselves a team name, team colours, matching shirts – anything that uniquely differentiates their mini-team from the others. 

3. You can create theme-related-challenges, that integrates with your cultures’ values. Players can become creative and suggest their own ideas for challenges each week. For example, to keep our injured players engaged within our squads, we could ask them to have a think and suggest a particular four-minute-challenge, ready for the following day.

4. We want to create small, innocent activities or games where each group can compete in friendly competition against one another. For example, games such as an ‘egg and spoon’ race before/after training,  an endurance race where each member of each mini-team runs 100m’s – the mini-team that does this in the quickest time wins, we could conduct a short quiz – where each player, from each group, is to compete against one other from each of the other groups to answer one question each, or for every time someone from the community sends a friendly tweet relating to one [or more] of the players – we can allocate points to each player whos’ name is mentioned. 

5. We can allocate the most points for each weekly winning mini-team, and slightly less for those who come second…and so on. 


… 

























6. Throughout the season, we can record the points earned by each mini-team on an overall scoreboard – be creative, present this scoreboard and place it where players can regularly come across it. At the end of the season, we can then have prizes for the overall winning mini-team. For example, a three-course-meal for the winning mini-team in a posh restaurant (depending on your club’s budget!). This approach can be applied to, and positively impact, all-playing levels of development and performance-orientated teams.








Initiating a ‘mini-team’s’ [internal] competition into your environments can help prevent your players from feeling that everything they are doing is a chore – the players get excited about the environment they are coming into, it adds an element of unpredictability to what is going to happen each day. Your players will embrace and enjoy having small, fun competitions, it helps to build camaraderie’s, can create problem-solving opportunities between players who perhaps are unlikely to integrate during on-field competition, and they are incentivized to compete; to win, for the prize at the end of the season. So, when players then face on-field competition they are more likely to become excited by it, to enjoy it, as opposed to facing competition with feelings affiliated to anxiety and nervousness. 
Introduce ‘mini-teams’ competitions into your environments. It will positively impact your players, your environments – your cultures. 


















12 OLD SCHOOL vs. new school


‘Coaching’ isn’t too different from ‘Teaching’. In fact, they can both be referred into the same “subject bubble” called ‘Pedagogy’ – a method of practice for teaching. Both ‘Coaching’ and ‘Teaching’ refer to learning a particular skill and/or the sharing of knowledge.
As times progress so must accrue change. Think of the very old types of classrooms, the “pre-historic” classroom: old wooden desks or table’s, big-immovable blackboards located at the front of the room, where the teacher stood in the same spot and reeled off gallons of information to you, whilst you’re sat in the same rigid seating plan for the entire academic year. A classroom that lacked color - traditionally dingy dark colors that lacked any character to grasp your attention. Do you remember how this all made you feel?
Do we want to be this ‘old-school’ teacher? If you had experienced this, put yourself back into the shoes of when you were this student. Do you ever recall in any one [or more than one in my case] of your subjects where you were fighting hard to stay awake? Also, how much of the information from that lesson did you remember? If this was to be your ‘coaching style’, how will your players differ from your experiences as a student? This form of teaching/coaching is traditionally referred to as an ‘Autocratic’ style of coaching - a dictating method for delivering information. It is unlikely that your players were taught in this approach. If this is so, why would we still teach them like this?
Now, compare this to how modern classrooms are presented; we have inspiring, attention-grabbing range of colors, more of a community feeling to learning, teachers engage their students into their learning processes with open-questions, research and information on each subject topic are traditionally presented using modern advances in technologies, such as, projected presentations and interactive white boards. Times and methods have changed and developed providing a more effective learning environment for students.
Coaching is no different. We’re exposed to greater choice, greater opportunity, more freedom, more personal responsibilities. There’s more of an ownership to what we do. Coaching is multidimensional in nature (there is no ‘one-way’ to coach!). It is very much a personal, self-discovering journey, applying your knowledge and beliefs to how you and your team would like to perform, and the environment you are aiming to create. This is called your ‘Philosophy’. 
‘Coaching Philosophy’

A coaching philosophy is a coaching tool used to help guide coaches in their coaching development. It gives us a clear guidance and focus on how to pursue our objectives, the way we want to coach, and our values.










As time passes, so does the progress of more modern, effective, techniques to becoming a much more impactful coach. If you have been brought up in the ‘old school’ scenario provided above, and you are just starting your coaching journey with us, we understand that it is a challenge to change and develop into this modern shift of coaching – ‘change’ can always be a daunting experience, and does take some time to shift. Focus on the small changes at each opportunity and reflect upon their impact. One guaranteed outcome is that you will become a far more positively impactful coach. 
Modern coaching has had a paradigm shift moving from the ‘X’s’ and ‘O’s’, to the ‘L’s’ and ‘C’s’ (‘Leadership’ and ‘Culture’). That’s not to say the ‘X’s’ and ‘O’s’ are not important, of course not, but providing effective leadership in a culture embraced and endured by your players will become far more impactful, in achieving your short-medium-and-long term objectives. These are the hidden successes, the ‘private’ successes, of professional rugby teams that are not necessarily apparent to the fans, spectators and other clubs.
So, we begin this journey by sharing with you more modern, ‘Democratic’ orientated techniques, throughout this book, which will empower your athletes to become effective on-field decision-makers and problem-solvers (they are the ones on the field performing!).





#8 Activity – Developing Your ‘Philosophy’
The aim for ‘#8 Activity’ is for you to create a resource of what your current philosophies, your beliefs and values are, and the type of environment you would like to create for your players. You can write this in a bullet-point or in a more descriptive form – either way, this process will still work efficiently for you. 

We can do this following 3 steps:
‘Step 1’:
· You will need one A4 piece of paper and a pen -- or -- one Word document page.
‘Step 2’:
· Write the heading ‘My Philosophy’. 

‘Step 3’: Ask yourself the following questions: -
1. What is my motivation, my goals, for coaching? (Coaching Purpose)
2. If I was to look in a mirror, what type of coach would be standing in front of me? (Coaching Style)
3. What environment would I like to create for my players? And how would I like to start to achieve this? (Leadership & Culture)
4. What values would I like to see imposed in this environment? (e.g., arriving on time, honesty, integrity …etc.) 
5. What impact would I like these values to have? (e.g., ‘Integrity’ – always honouring the trust of your athletes …etc.)

An additional method that I have experienced to be effective is to ask your players:
1. What type of coach they would like you to be?
2. What do they enjoy the most about their craft?
3. What type of learning environment would they like to be in?...









































13 ‘GROW GREAT PEOPLE’: A PHILOSOPHY


Our ‘philosophy’ is to ‘Grow Great People’. We briefly touched upon developing your ‘personal philosophy’ in the previous chapter – ‘Old School vs. New School’. We encouraged you to start to think about, and make notes on, how you would like your performing environment to be (e.g., performing certain behaviours and values …etc.). This chapter will help you to develop your process one-step-further.
We can break down our philosophies into two-parts: a ‘Playing Philosophy’ and a ‘Coaching Philosophy’. 
A ‘Playing Philosophy’ is applying your performance objectives. How we would like to perform on-field. For example, we may want to apply a high-tempo, fast approach to our game, with a focus to utilize space in the wider channels – or – have a physical, forward-dominant approach with the focus to overpower the opposition.
A ‘Coaching Philosophy’ is what happens away from the playing field, or off-field. Remember, a coach is a mentor, a teacher, a parent, a role model, and a leader. We want to be a positive coach, who has a positive influence. We want to ‘Grow Great People’. Such a coach puts his/her players first, the people that they are before the player; develops character as well as skills, is passionate, has empathy and love, is fair, is honest, and is ethical. We also want our philosophy to bring out the potential best in those we’re coaching. So, it is important that we also develop our ‘Coaching Philosophy’ with this in mind. 
When developing your ‘Coaching Philosophy’ we encourage you to start thinking about forming this without rugby in mind – yes, without rugby in mind. Please, allow me to explain: Remember, playing rugby would qualify as your ‘Playing’ philosophy, and not your ‘Coaching’ philosophy. ‘Coaching’ philosophy is about how you would like to see people (e.g., players and coaches) behave and what values to portray in your environment. It is important to also remember, your players are consistently monitoring your behaviours and values, and whether you are leading these behaviours and values by example too. So be ‘honest’, choose examples that are best reflect your strengths, apply these to your environment and perform them by example.
Throughout our career’s, to date, especially at a High-Performance level, we have experienced being questioned about on-field performances when experiencing a run of losses. This did not make us question our ‘Coaching Philosophy’, but it encouraged us to question our ‘Playing Philosophy’, as something on-field [not off-field] was not quite working as well as he had initially planned. It is important to refer to the process of reflection on our ‘Playing’ philosophies. We will explore how to effectively do this in a later chapter of this book. 
We want to ‘Grow Great People’. To develop an effective ‘Coaching Philosophy’ [and ‘Playing Philosophy’] that best reflects our strengths and potential positive influence. To be completely satisfied with your philosophies does take time, so we encourage you to exercise patience. In truth, I am consistently adapting and developing my own, to match the requirements and needs of every new environment I become part of. I have been developing my Coaching Philosophy’ and ‘Playing Philosophy’ for – an ongoing – 17-years. It takes time to create and try out new things, new values, see how they feel for you, to see whether your environment has benefited from - or hindered - by them. We strongly encourage you to stick to this process, keep trying out new methods and applying them. What is the worse that could happen should something not work? The key is to also consistently ‘reflect’; give your philosophies a chance to be absorbed by those you are influencing – some will work, but some will not work. But that’s okay! Be persistent. Develop your identity. 















#9 Activity – Developing Your ‘Coaching Philosophy’ and Your ‘Playing Philosophy’

The aim for this activity is for you to return back to your philosophies that you created in ‘#8 Activity’. From here, we are going to identify which traits (or attributes) are your ‘Coaching’ and ‘Playing’ philosophies’. 

We can do this by completing the following steps:
‘Step 1’:
· Create a table, with two columns, with separated headings: ‘Coaching’ and ‘Playing’. 
‘Step 2’:
· From your previously written ‘philosophy’ sheet of paper/Word document, apply your traits/attributes into the appropriately named columns: ‘Coaching’ and ‘Playing’.
‘Step 3’: 
· Save this table, along with your written copy of your philosophies, and store these in a location that you can easily remember and access, so that you can revisit and remind yourself of these. 

**Below is an example of what your table could look like:
‘Coaching’
‘Playing’
e.g., ‘Build character & confidence’
e.g., ‘To control possession’
e.g., ‘Teach about becoming a team player’
e.g., ‘Hunt for the ball in pairs’
e.g., ‘I want to foster the growth of great people’
e.g., ’Set up a phase in the middle of the field, then play out to the wider channels’
e.g., ‘Promote honesty and integrity’
e.g., ‘Generate quick ball from each ruck’
e.g., ‘Encourage an environment that endures learning and development’
e.g., ‘Encourage speed of movement’
e.g., ‘Must be an enjoyable environment’
e.g., ‘Be more physical than the opposition’
e.g., ‘An environment with consistent opportunities to develop for everyone’
e.g., ‘Be industrious’































14 WINNING THE CHANGING ROOM


‘Winning the Changing Room’ is one of the most important aspects of our roles as a coach.  The changing room is an environment, a stage, for creating and implementing your cultures. For each time you have your team and coaches in the same changing room is an opportunity to strengthen your connections: player-coach, coach-coach, and player-player relationships. This also provides you with the opportunity to reinforce your values and behaviours, and any key messages and/or examples to promote positivity. However, where there is an opportunity to strengthen there can also be an opportunity to weaken.
Have you come across the phrase “the coach has lost the changing room” before? This is a phrase that is often associated with a team that is experiencing a streak of negative results and/or unattractive performances. However, this goes far deeper than what we witness from the actions on-field. When we lose the changing room, it means that the connections, the relationships between the coach(es) and the players have become sour, it has become disintegrated to the point where they are unable to operate effectively together. It’s a lot like a divorce; when a couple can no longer be in the same room together, they become uninhabitable, the union has evaporated, the connection they once had has gone. It becomes a negative relationship, making it extremely difficult [sometimes impossible] to win back.

Q. How can we ‘Win the Changing Room’?
The important steps are to eradicate common barriers, which are detrimental for our relationships. From our experiences, the most common three-barriers to overcome are the following:




1. ‘Position’:

Traditionally, a coach is perceived to be at the top of the “changing-room-hierarchy”. This is a ‘old-school’ perspective. It’s like being a boss to a worker. We want to eliminate such a position, eliminate the perception that a coach is higher/bigger/more important than the players. Eradicate titles, and commune with your players as one person to another. 

2. ‘Experience’:

It is common that coaches are perceived as having greater experience and/or are sources for knowledge to the players. Similarly, to ‘Position’, we want to expand away from this perception. ‘Experience’ is not necessarily a prerequisite for knowledge. It is how we utilise our time in gaining new knowledge that should accurately define our ‘experience’. We want to integrate with our players and create an environment where we are all operating on the same levels.
 

3. ‘Age’:

Coaches tend to be older than the players. There is a generational gap that is traditionally misperceived as ‘experience’ that is [more often than not] a necessity when coaching at a particular age-group. ‘Age’ [similarly to ‘experience’] is not a prerequisite on your abilities as a coach. Nor should it be discriminative, but be accepted on your abilities, and capabilities, as a coach.


















For example: -

1. ‘Position’
 
We want to approach our position where we are on-par with our players. For example, if we were a community rugby club, who trained on Tuesday and Thursday evenings. Once all of the players and staff have been appropriately greeted, and are in the changing rooms, we could initiate a small ‘coming together exercise’, such as asking volunteering players to tell us about their day. From our experiences this has been a very simple, yet an effective, exercise to see so many different people stand up and highlight (e.g.,) what their jobs are, the duties of their jobs, and if something unique happened to them during their day. What is highlighted to the whole group, is that we are all different branches but of the same tree; we all come from various jobs and backgrounds, but join together within our rugby cultures. As coaches, we can quickly grasp that we have a variety of people with different strengths in knowledge – who are far more knowledgeable than we are in areas – who can effectively contribute to our rugby environments. To eradicate a positional barrier, to get players to talk and communicate on the same level as coaches, plays a significantly positive impact on our cultures. 

2. ‘Experience’

The next element we need to destruct is the experience barrier. It is common for players to perceive coaches to be of a higher-knowledge-level, however, where coaches can traditionally slip and fall is by not being able to integrate and effectively communicate with players who are perhaps perceived as being of a lower level. If we are unable to find a common level with our players then we will struggle to form any strong connection. We want to shorten that gap, those mis-perceived levels. One of the most effective methods to do this is to openly ask questions to the players. We need to lose our ego’s, be prepared to listen, and gain the perspectives of our players – more information the better! By gaining such knowledge, from a variety of different sources, can help coaches – and players - to gain a broader perception of the levels where the players and coaches are at.

3. ‘Age’

And lastly, our ‘Age’. If we are much older – a generation or two gap – from a younger group of players; let’s be enthused to learn more about their generation. Let’s attempt to discover what makes them tick, what is important in their lives, what is unique about our team members (…etc.). Not only does it help us to feel younger, but we are able to learn and adjust to more modern techniques that could be effectively applied to our coaching, our cultures, to benefit and encourage greater growth in our players. It is a significant misconception that just because a person is of a younger age – doesn’t mean we cannot learn a great deal from them.

For example, music: we all love some kind of music, even if the music of your players is not necessarily to your taste – engage with them and ask them why they like such music, even if it makes your eardrums ache. Music is a great connector – to all age groups. We are able to learn just as much from a younger group, than we are from one that is more senior. 

Celebrating all milestones; birthdays, successes at school, university, at work, at home, and relate your experiences to theirs. Engaging in conversations that highlight differences in generations may seem like innocent conversations, however, they can act as a positively impactful tool to build bridges between coaches and players. You become more inter-related and connected on a personal level. 
‘Winning the changing room’ is key. We sometimes feel like we need to stay away from the changing room, that it belongs solely to the players. That it’s not our place - This could not be more opposite from the truth - we need to be within our changing rooms, you’ve got to win it, have all hearts, minds, souls, and bodies thinking aligned towards achieving common objectives.
…If you can ‘win the changing room’ – you ‘win the team’...































15 COMMUNICATION: CHECK FOR UNDERSTANDING


To be an effective coach is to be an ‘effective communicator’. As coaches, a fundamental element to our roles is to be able to transfer information to our players to help them grow, to become better players and people. However, we don’t just want to be loosely throwing large pieces of information for our players to digest and process, as this is likely to be lost in translation or becoming over-whelming. If you’re a coach, with a high level of knowledge but you are unable to effectively communicate this information to our players – are we being effective coaches? We need to be concise and precise with the information that we are delivering to our players, then ‘check for understanding’: clarification that the information has been received and understood. 

As coach educators, we have often heard coaches saying: 

“Oh my god, what are the players doing? I said to do *this*, and they’re doing *this*. They don’t listen. What’s going on?”

This is an old approach to coaching, a – “what I say – you do” – approach. Remember, as time develops so should our methods of coaching. Younger generations coming through your development pathways are taught differently to the ways we, and your previous generation of players, were. They are likely to register information differently. We first need to look at ourselves if the players appear like they are not listening. It is imperative that we reflect upon how we delivered the information and what was said. For example, we could ask the following questions:
· Why are the players not performing in the way we had discussed? 
· Is this because of what information we delivered to them? 
· And how we delivered that information? 
· What could I do differently – and how – so, next time the players have a clear understanding of what we are trying to do? And are able to implement it.

‘Checking for understanding’ - is an essential tool for coaches that is used to clarify that the information being delivered is returned and understood by the listener. Thereby, checking to discover if there are any areas of potential confusion or misunderstanding that may need resolving. It is important to also consider that, at times, the information that we deliver could become distorted and/or not heard. We need to also be using the right type of questions when checking for understanding. The best type of questions to ask are the ones that require more detail (‘Open-Questions’), than the questions that only require a “yes” or “no” answer (‘Closed-Questions’). For example:

Ryan: “Today, we are doing this drill…”
Ryan: “Tom, what drill are we doing next?”
Tom: “Oh…I’m not sure”

Even though Tom does not know or remember, Tom is now actively listening. So, from here, we can re-direct the same question to another player, and return to Tom:

Ryan: “Steve, what drill are we doing next?”
Steve: “We are doing the warm-up handling drill next”
Ryan: “Great, yes we are”
Ryan: “Can anyone tell me a what we could do to effectively catch the ball when being passed to?”
Matt: “Hands are up, with a visibly displayed target to receive the ball within”
Ryan: “Great answer”
Ryan: “Tom, what drill are we doing next?”
Tom: “A handling warmup drill”
Ryan: “Great stuff mate. Let’s go”.

Now, every player is alert and listening. We can then briefly summarize to further extend any clarification to review the key points of what has just been discussed. This is to further review understanding, not to give an explanation, to interpret and provide solutions. Therefore, this should be brief and precise. 
We are now ready to go onto the training field. We have all players ready to operate on the same page; everyone understands what we are doing next.






































16 WHY WORDS MATTER: POSITIVITY AS A BASE


Q. Do the ‘Words’, and the ‘Tone’ matter?...
…Of-course they do! ‘Positivity’ has to be our base.

In this chapter we provide you with two prime examples from mine and Ben’s mentoring experiences that:  – from Ben – highlights a negative approach and speech of a coach; and - from myself – highlights a negative impact that such a speech had on a high-school rugby player. 
Ben – was shadowing a high-school-based team, and their coach, on a game-day – but not just any game-day, a big rivalled fixture – which, in New Zealand, is significant, attracting thousands of spectators. Ben’s purpose was to observe what the coach did and the impact this coach was having on his/her players. A particular action that grasped Ben’s attention was the way this coach had spoken to the players in the changing room before the game started. This coach started talking about the history between the two teams, the rivalry that was involved – which can be a fantastic motivator. However, it was the choice of words and the tone used that was concerning to Ben: 

“…I hate that team. I hate when these guys come here and want to take out field. I hate these guys so much, that I want to get out there and kill these fellas…”.

There is a possibility that you might have heard and/or have seen an example like this before. What impact do you think such a speech had on the locker room? Ben looked around the room to analyse the impact such a speech had on the players. Ben noticed a small handful of players seemed stimulated, however, the majority of player’s heads had dropped, so that they were looking down towards the floor - away from the direction of the coach. We all come from different walks of life, with different mindsets and character traits – some players might feel motivated by such a speech; however, the majority evidently felt the opposite. From Ben’s perspective, the words that this coach had used, and in the tone that they were used in, were full of negative emotion and impact. Let’s analyse and underline the most powerful words used in this short example, and determine whether you think these are positive or negative:

“…I hate that team. I hate when these guys come here and want to take out field. I hate these guys so much, that I want to get out there and kill these fellas…”.

Can we identify any use of positive words from this example? And when you are reading this speech out (aloud or in your head) – what tone do you instinctively use? Are there any constructive examples in this speech?
My example - ‘An example of the impact a negative speech had on a high-school rugby player’ – I had spent the week shadowing and mentoring a highly-regarded young coach of a private institution on a fixture against a team who they had not lost to in over twenty-three-encounters. The opposition team sat bottom of their competitive league, having not won a fixture in over two-seasons. Similarly, to Ben, my role was to observe what the coach did and the impact the coach had on his/her players. What was also similar to Ben’s experience, was that this coach had approached his players with a speech that was aggressively toned, confronting/intimidating, with the use of profanity experienced more than what you are likely to experience in a Martin Scorsese movie. Similarly, to Ben’s experience, the impact this had on the players was evidently negative. The captain of the team was the only player who looked motivated by the coach’s speech. The remainder of the players already looked defeated, with their heads fixated to the ground ahead of them. 
Briefly after this fixture, I had interviewed a small group of players who were involved, from the leadership group, on the impact they had felt from the coach. Below was some of their responses:

“…Even in practice – I hate it – because you are afraid to make a mistake, as you would be made an example of by the coach. Training wasn’t fun anymore, and neither was playing – It felt like a task we just had to do…”.

“…In games, I would worry about what he/she would do or say if he/she had thought I had done something wrong, and when I tried my upmost in an attempt to gain his/her approval it was never good enough…”.

“…It has got to the point where I sometimes make up excuses to get out of training and matches…”.

“…Rugby just isn’t fun anymore…”.

“…I don’t tell the coach or my teammates about how I feel, because I feel like I am just going to be singled out and shouted at again…”.

As we did in the previous example; can you pick out any ‘positive words’? or ‘tone’ from the examples above? Ironically, these were perhaps of the more “positive” of responses. How would discovering such responses from one of your players make you feel? As a coach, a leader, a human-being? Perhaps the most worrying quote for me was: “Rugby just isn’t fun anymore”. As coaches and leaders our roles to inspire, develop – promote growth and an environment of enjoyment – why else do we participate in this sport?
Here is a good example of how a player is likely to respond, when a coach has provided an environment that endures positivity and love. The late great – Jerry Collins: one of the toughest rugby players of his generation. During their time playing alongside one another, Ben recalls a conversation with Jerry Collins just before running out onto the field in a rival fixture:

Jerry: “Ben, I love playing against this team. I love playing against our rivals. I cannot wait to get out there and get stuck in. It’s going to be awesome”. 

Jerry’s words and expressions were passionate and of love. It was infectious. Full of excitement, as opposed to feelings of [for example] anxiety and nervousness when encountering such a challenge. He genuinely loved such an occasion. But what also should be credited is the environment created to encourage players to naturally express such emotions – using ‘positivity as a base’. And, as they say, ‘the rest is history’ – Jerry Collins remains one of the all-time-greats throughout the history of the game, who blessed the game of rugby with his performances and personality.
Do we have to influx fear to get the best out of our players? Fifty-years ago, this may have been the most traditionally used method, but times have changed; how we utilize information and influence our players, the game has changed, and our practices and approach to coaching too must change. We delegate, we empower our athletes, we instill positivity, enjoyment, and encourage growth – ‘Grow Great People’. 
What could we instill alternatively to ‘hate’?... ‘Love’! What would motivate you more: Hate or Love? For example, if I gave you the option to assign a label of “Hate” and “Love” to doing your ‘taxes’ or eating as much ‘ice-cream’ as you like – which would you apply to ‘ice-cream’ and doing your ‘taxes’? One – I could imagine you would do immediately, with very little hesitation, with very little need for convincing – the other – is more likely to take a lot more effort to convince! There are big differences in the emotions we experience towards both of these examples. 
We naturally gravitate towards the things that we love, that we love to do – isn’t that what attracted us to becoming involved in rugby? So, why shouldn’t our words and tone be any different? Why not fill them with love?
Wayne Smith provides a great example of love:

“If you are doing something for love; for the love of the game, the jersey, the team, you are far stronger”

You’re wanting to create a culture that is fueled by positivity. There will be occasions, such as losing a game, that our environments of positivity will be challenged, but this should not deter you towards changing your approach to react negativity. We need to face adversity with a positive, determined approach that overcome such hurdles, encouraging us to grow; as an individual, a team, and as an organisation.
We must reflect – be self-aware – and self-critique: what do your ‘words’ and ‘tone’ say to your players? What impact do your words and tone have? Are we working towards implementing a positive base? Or a negative slant?

























17 WHY WORDS MATTER: SAVE YOUR BULLETS!


As coaches; do we want to tilt the scales towards being ‘debilitative’ or ‘facilitative’? During times which could potentially encourage us to be negative, angry, aggressive towards our players. For example, such as playing poorly and getting significantly defeated. Is this a good enough reason to be debilitative or should we remain facilitative?

“Save your Bullets”

What do we mean by the term: “Save your Bullets”? We mean putting-on your “coaching” and/or “parent” voice. This voice is distinctive to what you traditionally use towards your players and/or child[ren]. It has a deeper tone, with an elevated pitch. The purpose of this voice is to be attention-grabbing, to create a reaction and memory of surprise from your players. This impact results in increased focus – cognitively (mentally) and somatically (physiologically). They become attentive. But we need to be strictly selective as to when, where, what, why, and how we use this voice. We need to ‘save our bullets’. 
For example, let’s paint a picture of a country western movie. There you stand – as Clint Eastwood, with only one bullet left in the chamber, encountering a gang of thieves, where only the leader has a gun, with also only one bullet left, and the remaining gang-members possess small knives. Traditionally, in such a movie, the leader is the last to fight – of course, it adds drama and anticipation. Clint Eastwood is aware and knows that he can easily disarm and defeat the gang-members who have got knives, but would need to save using his gun for the gang-leader. Anticipating that at different points, all of these thieves will come towards him with malicious intent – are you going to shoot the first gang-member? Or would you want to save your one bullet for the time where you encounter the leader? Remember, you only have one bullet, so, you would want to save it for the bigger threats that are going to come your way. 
The same can be applied to coaching – there are always going to be incidents that requires your “coaching”/”parent” voice. However, if we used this voice frequently, how would this affect the value of its impact? 

For example, if you were a parent of a two-year-old, and your two-year-old was running towards a busy road and you were to shout “STOP” in your “coaching”/”parenting” voice, which you rarely use – how is your two-year-old likely to react? Are they more - or - less likely to stop?
Let’s look at this from the opposite perspective; let’s say we used our “coaching”/”parenting” voice often and the same scenario occurred, and we shouted “STOP” with the same tone and pitch, however, this time instead of having rarely used this approach we use it frequently – how are they likely to react now? Are they more - or - less likely to stop?
If we were to utilize using our “coaching”/”parenting” voice frequently in our environments it can quickly lose its substance, become “white noise”, which essentially is a background filler – it is likely to have little-to-no impact. The potential result of this could become detrimental to your environment, as would the example above. 
We still need to remain aware that our set values and behaviours are being modelled daily. It is imperative that actions instilling our values and behaviours are monitored and lead by example as coaches, as leaders. But what happens if one of our players severely breaks one of our values? For example, being ‘professional’, after highlighting what being ‘professional’ looks and acts like. This is an example of an opportunity when to apply our “coaches”/”parenting” voice. Such an opportunity to use one of our ‘saved bullets’. We need the player to understand the severity of their actions upon the values that he/she has contributed, and agreed, to abide by. So, our tone deepens, our pitch heightens. The likely impact and response from the player are to be constructive [for example]; “Oh, I can see I’ve really let my team, my coach, myself down. I’ve never/rarely heard the coach speak like this. I need to learn from this experience and make sure this doesn’t happen again”.  
It can be difficult to keep a lid on things, especially when things might not be going necessarily your way. But even so, we must save our bullets, otherwise we’re just going to become “white noise” when such occasions really need us to be the most impactful. 
Be aware of your words and your tone. Be facilitative, not debilitative. ‘Save your bullets’.











18 IT’S YOUR STORY – IT’S YOUR LEAD


We all love hearing or reading a great story. Great stories are engaging, attention-provoking, where you are being exercised in a range of emotions, for example; excitement, love, nervousness, despair, and anger. We learn and become interconnected to the characters of the story, and experience what they are experiencing. We can all recall a story – whether it was from listening or reading – from as a child around a campfire, or when our parents read to us, what we had read, or from conversing with other people: How many years ago did you learn about this story? How many years has past, yet you still remember the details of this story? - Can we, as coaches, as leaders, positively influence our environments with telling stories?
The following example was from a coach who was formerly mentored. This coach had expressed that he was having a real personal battle with developing his self-confidence. The reasons were the coach felt like the players he was coaching knew more about the game, the X’s’ and ‘O’s’ than he did, which is actually common. It is also common that the higher the level we coach at, the more knowledgeable the players are regarding their position, duties and responsibilities [hence, why they are playing at a higher level]. They know their little niches very well, every nuance of their roles. It is important that we do not stress about and/or overthink this as a potential conflicting factor to our roles as coaches/leaders. But something that should be embraced and exploited. 

Q. If we were to be in the same shoes as this coach, what can we do?

Returning back to the example above: - this coach was also working full-time night shifts in a prison. During one of our informal meetings, he had mentioned about what happened during the previous night’s shift [and the reason why he was so tired the following morning]. The coach had highlighted how that night he was dis-arming an inmate – risking his life – to get him back into his cell. As a mentor, the response was with joy and enthusiasm [not because of the incident, but because of the opportunity this had presented]. The coach was informed that he must tell this story to his players, to his rugby team. 
We can all picture the expression of perplexity on the coaches’ face, right? But the reaction was justified. Because the potential impact of such a story could have on others. When the coach starts to tell this story, the players start to realize that despite working a full night shift, the coach turned up on time – before time – with a prepared training session. An act of leading by example. They are going to acknowledge the values the coach is promoting. They are also going to feel that they are being cared for – the dedication the coach has, and is showing, towards their growth. By telling this story the coach also became more interconnected to his players, they start to gain/gained his respect for telling them a personal story. Their concerns regarding how much the coach knows about the ‘X’s’ and ‘O’s’ starts to dissipate into the background, and they begin to learn more about how to conduct themselves, and encouraged to instilling your agreed values and behaviours. 
Having such an impact is important, particularly when you are on the rugby field, as perspective can sometimes get a little lost in translation when focusing on the more physical performance-orientated objectives. By telling stories – your players as well as coaches – you can directly relate particular elements to your values and behaviours. This has such a positive impact on your culture. We all have stories, all coaches have stories within us that can be shared with our players, our teams. By opening up, and allowing the players to step into the shoes of what it is like to be you creates a mutual bridge of honesty and respect. This will prove to be beneficial for you in the future when encountering any shortcomings that you might have. 
A story doesn’t necessarily have to be one that is as emotionally provoking as dis-arming an inmate. Your story can be as simple as how many times throughout the night you got woken up by your two-year-old daughter – a personal example from Ben. It molds a relationship, it encourages a more open, relaxed, honest environment. Such a simple technique can have an incredibly positive influence on your culture.
Such an approach is a modern technique for making solid bridges. Players love to hear such stories. It shows that we are also human - we experience the same emotions as they do, creating common ground. It indirectly creates honesty; encouraging players to share more personal - and performance -related information (e.g., comfortable to ask questions, become more engaged when discussing matters concerning the team etc.), within your culture.
So, think about your stories, your journeys, your learnings, and what happened to you yesterday – tell your team a story!


	






19 DROP THE EGO


In the earlier days of our coaching, we used to stroll through heaps of footage and ideas for tactical preparations, which took a considerable amount of time. But if a player had challenged our preparations; the way we were presenting or what we did, we would react negatively. This immediate reaction was incredibly defensive and negative. The most common outcome from this was to be dismissive, with no regards to whether if such a suggestion or question would benefit what we were doing within the [at the time] situation. 
We - coaches and leaders - have all experienced this at the start of our coaching journeys. We are human beings who have many characteristics and traits that make us unique – but we all have an ego. It is how you manage your ego that can differentiate us coaches, players, and human beings, and our impact upon others. To be given such “powers” and responsibilities when being appointed can cloud our judgement and enhance our ego’s – we’ve got to ‘drop our ego’ as soon as we possibly can! If we want to be successful and create good cultures and be good leaders. Then we must ‘drop our ego’s’.

Q. What does having an ego look like?

Think, for example, of the Star Wars movie franchise. Let’s think about the character ‘Emperor Palpatine’ (the Sith Lord - or the bad guy, if you’re unfamiliar with the Star Wars franchise). Palpatine is one of the biggest ego-driven characters there is, he is so driven for “unlimited power” that he will attempt to destroy all those who could potentially stand in his way. All of his behaviours are driven by his ego. When his methods were challenged and/or disobeyed his reaction has been extreme – most notably to [attempt to] destroy that character. Having an ego can make us think that we’re right, even when we wrong, and closes the door of opportunity to be open to listening to alternatives, contributions, from others. Inevitably, the outcome of Palpatine’s approach resulted in his own demise. 
This is an [over exaggeration] example of his “leadership”, and what can happen if we have this ‘dictator’ - ‘autocratic’ - ‘ego-ship’ dominating approach to our coaching. If players were to challenge us, to ask questions and we have a big ego, our reactions can be perceived as if we are being threatened, as if what the players are doing by asking questions is highlighting that what we’re doing is wrong. This couldn’t be further from the truth. It is important to remember, that we are all working towards achieving common objectives in our preparations and in competition. The collective’s contributions far outweigh those of an individual. 
Remember, we are consistently being watched by our players, analysed if you will. The example above is what we call a ‘closed-minded’ approach. We want to ‘Grow Great People’, this requires us to be ‘open-minded’, we want to promote “can do” players, with such a mindset to freely express their contributions without any potential ramifications or scrutiny. So, if we’re showing this ‘closedness’, this ego, then what can we expect our players to be like?

Q. What does the opposite of having an ego, a ‘democratic’ style, look like when we’re coaching? 

Q. What is the opposite to the “dark side of the force” from our Star Wars example?

Let’s take a look at ‘Yoda’ for this example. Yoda is a fantastic example of the egoless leader. He is very wise. He coaches Luke Skywalker in an environment where there is a joined contribution, a joined relationship [can also be referred to as a ‘Coach-Athlete Relationship’]. With an ‘open-mind’, he listens to Luke whilst maintaining his training on a progressive, development pathway. Yoda’s observant, he allows Luke to challenge him and fly-off the handle at times - by the latter, in a coaching context, this means that he allows Luke to make mistakes and guides him through his learning experiences with his guidance – a ‘facilitative’ approach to coaching. What does leadership look like with Yoda? - He brings himself to the same level as Luke. They’re working together to achieve their common objectives, even though its more beneficial for Luke (‘Grow Great People’). 
What does this mean as coaches? - We need to be working collaboratively with our players, not be overly concerned when things don’t go right, or react negatively or defensively when being challenged. But, together, provide opportunities to learn – together - by constructing similar opportunities and providing effective feedback and guidance. This will allow them to have the opportunities to express their decision-making, creating a bigger picture from the collaboration of the coach and the player(s) involved. It’s a medium-to-long-term relationship that requires development on the same pathway together. 
What does this mean for players? – take a look at Luke Skywalker (the ‘good’) in comparison to his father Darth Vader/Anakin Skywalker (the ‘bad’…and the ‘ugly’). Luke – having been coached by Yoda, with soft skills, egoless style of coaching. Darth Vader - was trained in Palpatine’s image, with no freedom for flexibility, no errors, in his learnings. Darth became not happy in himself, he became tormented, he’s always angry and frustrated, and negatively impacted those he came into contact with. These are dominating examples of the two different types of coaching they both had: Autocratic vs. Democratic.
Remember, we (players and coaches) are working towards common objectives, in the same direction, on the same team – so there is a common requirement of contribution from players and coaches. 
‘Drop Your Ego’! It paints a distorted view of what is reality. It could become one of your major disabilities, which inevitably would have an impact on those you come into contact with. Remain in the ‘light’ coaches, and not in the ‘dark’. 





















20 SWITCH ON – SWITCH OFF


‘Switch On’ vs. ‘Switch Off’: Within our cultures, our environments, we encourage everyone in our team to be contributing, and to be active in training, analysis, and in our fixtures– to be ‘switched-on’. We want our environments to ooze positive energy, enthusiasm, have a ‘chest-out’, proud and “happy-to-be-here” approach, and enjoy performing and developing our crafts consistently. We are already aware that by having high levels of enjoyment and work ethic that these are key contributing factors that can highly influence winning teams, winning cultures. However, there are consistent hurdles in which are thrown in our direction which challenge our resilience and determination for achieving our performance and outcome goals. If there wasn’t, there wouldn’t be ‘competition’ (e.g., with ourselves, our teammates for the same positions, other teams …etc.), everyone’s and every teams’ progression would be easy to achieve and linear. But of course, achieving progress is never so straight forward. These hurdles will be challenging and encouraging us to ‘switch-off’.
We want to instill ‘Positive Psychology’ into our cultures. ‘Positive Psychology’ can be defined as achieving an environment in which the organisation, its players, and coaches can all thrive - parallel to their potential. They all contribute to making the key decisions – what could be perceived as easy or increasing levels of difficulty, they all contribute and encourage one another to be positive during times of adversity (e.g., after losing a game) – with the goal for reinforcing a positive reaction. In rugby, more so within the higher performing levels of the game, achieving ‘peak performance’ is more associated with the mind as opposed to the body. The “1% difference between winning and losing”. Throughout the history of the game, we have seen very gifted displays of rugby talent (physically) who perhaps may not have excelled to the anticipated career playing levels and achievements. Then, on the other hand, we have also seen players who are perhaps not the most gifted – physically – but have “overachieved[?]” due to the strength of their mindsets, their abilities to be able to bounce back from adversity, to effectively problem-solve, to move forward with heightened levels of self-awareness, and to grow. As the famous basketball coach – John Wooden – directly puts it: “…to be industrious: there is no substitute for hard work”. ‘Hard work’, although displayed physically, is determined by your mindset.
By ‘Switching On’ we mean exactly this; it is reinforcing positive psychology, it is responding effectively to moments of challenge, and applying this forward as an opportunity to grow, learn and develop from - and not be a reason to cave, to become overwhelmed and consumed by a poor result and/or performance. We have a choice! We need to react by applying what’s ‘right’ to the ‘wrongs’. We need to “control the controllables”, and direct our energy to positively reinforce our future actions and influence.
By ‘Switching Off’ we mean [for example] turning up to training and not wanting to be there because of how torrential the rain is outside – we have all been there! Our body language is lethargic, we’re slouching, we make a lot of fundamental errors such as not being able to pass or catch the ball correctly. Fundamentally, these errors can occur simply because we are focusing more on the weather than what to do with the ball. The challenge from here is that we need to be self-aware of our emotions and path of thinking, and switch our minds back on to the purpose/task, and get whatever it is we need to do done with efficiency. 
There are some things that coaches and players enjoy doing – whereas others don’t. For example, ‘fitness’ training. This is one of the beautiful things about rugby, about sport. So many different people from all walks of life have different, and similar, likes and dislikes when involved in rugby/sport. The key is to find the balance that best contributes to the most positively influential outcome(s) for the team – performance and results. This is part of the makeup of our culture.
As coaches, an example we have all encountered – or will encounter – is when you’re in a position to make the decision of how to react to a poor performance and/or poor result. Traditionally, or the ‘Old-School’ response, would be to react defensively; blame and shame, have an aggressive tone, have an aggressive body language – but, constructively - where does this get us as leaders? - Is this a productive solution to what we have all just experienced? These are prime examples of ‘switching off’.
Another good example for ‘switching on’ is when we’re conducting our reviews. For example, the players and coaches are all in attendance with the primary objective to problem-solve what had previously occurred in the game we had just lost and/or performed poorly in, with the attempt to absorb this experience as a learning and growing opportunity. Ben highlights a great example of such a reaction from a game in which his team had suffered a horrendous loss and performance:
The entire analysis session took three-hours (with a break at the half-way-point); the entire game was reviewed in bitesize increments; paused and discussed. For example, every breakdown event that occurred throughout the game: Instead of blaming and shaming, Ben approached the review session with the following introduction message: 

“What a tremendous opportunity we have to make some fantastic growths from our previous game to now move forward. I am excited about this, because every one of you is going to achieve some real growth from this session. So, what I would like us to do team, is any opportunity you can see something, when I am stopping this footage, in which you feel you could fix next time – let us know, so we can all learn about what you are going to be doing in training, should you be faced with the similar event next time”.

Picture yourself as being one of these players being addressed by Ben in your review session; you had just lost heavily in your previous fixture, with a poor contribution from yourself. Naturally, you would feel pretty low arriving into your first training session that following week. But how would you feel if your coach had applied such an introductory message to you? ‘Switched On’ – or – ‘Switched Off’?
By applying a positive approach to recovering from a negative experience shows a real influence as an effective leader. The impact from such an approach immediately grasps the attentions and focus from the players. We encourage players to come forward – without fear – to put their hands up, to speak up, without being scrutinized. By performing such actions, you [the player] are not only highlighting development and growth as an individual, but for your contribution and influence on your team. If your most influential players are amongst the first to do this, [for example] your captain/member of your leadership group, the other players will immediately look at them with acceptance and guidance. Those players will also want to conform; they seek to comply. 
As coaches it is important that we back-up such an approach. We too, must remain ‘switched on’, and not to blame and shame. An interpersonal example between Ben and a player is as follows:

Ben: “What could we do next time do you think?”
Tom: “Ah, I could position myself a little lower in the tackle”
Ben: “Fantastic mate, great learning. I think we could all learn from Tom’s example here”

As coaches, and as leaders, we work to ‘switch people on’. If we can achieve this, players naturally become more attentive and engaged. Using Ben’s example, you would [naturally] think that a three-hour review session could be energy-sapping and overwhelming after such a result, but it wasn’t because of how it was approached; positively, as opposed to negatively – encouraging the players to be ‘switched on’. At every interval where the footage was paused, there would be contributions of information from different people in the room, highlighting key areas [with examples] to improve on, various players promoting alternative action plans for moving forward and to become more efficient when performing the same act in future fixtures. What Ben had achieved was one strong pillar towards a positive collective culture with the key [agreed] ingredient: to ‘Grow Great People’. It was a team contribution. The players were ‘switched on’.








21 STOICISM


We start this chapter with a passage from Ryan Holiday’s ‘The Daily Stoic’: “The Color of Your Thoughts”.


[image: ]


Can you envisage, before every training session, sectioning ten-minutes a-side for having all of your players and coaching staff gathered in one changing room, with one player standing up to read a brief passage from a book like ‘The Daily Stoic’? With that player then sharing his or her reflections on what messages from the passage resonates to them, and why? Then encourage the changing room to engage and discuss what they have just learnt?
Well, this is exactly what we did with a National Provincial team. The result? – was incredibly positive and impactful. It seems like an interesting concept doesn’t it – when I asked you in the previous paragraph whether you can visualize your rugby environment introducing this concept of reading aloud, a passage a day, from a book, like ‘The Daily Stoic’, to be read by a different player, before each training session, in front of his or her teammates, and to discuss about how it made them feel amongst the group. Why would we – the culture starters, the leaders – introduce such an approach?

We had introduced this approach for two reasons:

First, this was part of our ‘Theme’. Our theme for this season was ‘Ancient Greece’. At the height of ancient Greece, all eyes were attracted to conquering this flourishing civilization – most notably by the Roman Republic. We adopted traditional terminologies and metaphors that were used from battles in this era, which resonated with the battles we were going to be faced with throughout the season. At the end of the same season, we became champions of the iconic Ranfurly Shield – one of New Zealand’s most coveted trophies. Every team had all eyes on us, trying to defeat us – we were “Ancient Greece”.
To expand into more detail on our theme, we had adopted [in part] the same philosophy of Ancient Greece: Stoicism. The philosophies from Epictetus, Marcus Aurelius, and Seneca. ‘Stoicism’ is philosophy designed with the purpose to make us more resilient, happier, more virtuous, and to become wiser, with the goal of resulting in becoming better people, parents and professionals. Granted, this concept can be perceived as emotionless or robotic, but the aim was not to achieve emotionless robots but to expand the mind of the individual and cohesive mind of the team. ‘The Daily Stoic’ book provided a fantastic platform and source matching our theme. Each player had invested $20 (NZD) to buy their personal copy of the book. 
The second reason why we invested and used ‘The Daily Stoic’ was with the aim to positively influence our team philosophy: to ‘Grow Great People’. At this point, there were players who had never read a book before, with one or two players who we’re unable to read due to being written in English. What a fantastic opportunity this had presented to us to influence growth in these players. A potential ‘private success’ opportunity. At the start, we had discussed with the leadership group why we were initiating this concept to the team. They immediately bought in, and presented the first chapters to the team. They had made further notes to provoke engagement and open-discussions with the team after they had read out their passage, and how it resonated with them, their personal lives. By the end of the season every player had finished the book, had all presented a chapter from it, and discussed it with their teammates. 
Once this process was in fruition, the culture led itself, and continued to grow. One of these private successes was with a young Tongan player who, at the time, was unable to read and write English. After the first month, he had approached the coaches and highlighted how much he loved this process. He wanted to learn and read more about it. He started by asking the coaches if his girlfriend could attend during his turn so that she could translate the passage from Tongan into English for him. Of course, our reaction was one of enthusiasm and excitement “absolutely” we said. This player then also highlighted what that particular passage meant to him, which was then translated to the players. This had resulted in a standing ovation from his fellow teammates - what a result this was! It was fantastic.
What was one of the most rewarding aspects from using this process was that we had ‘0%’ lateness to our morning sessions. It was clear that nobody wanted to miss an episode – they had all bought into the process and were eager with anticipation of what they could learn from each chapter and teammate. 
We have an opportunity to grow great people. Rugby provides a great vehicle to achieve this, to bring people together. We got to sit, read and discuss philosophy everyday – who could anticipate that when heading into a new rugby environment? But the results were significant; everybody inherently turned up wanting to learn on time. It was quirky, novel, and interesting, engages everyone into productive personal interactions, and could be seen as improving their lives – helping them to grow.
Coaches, we encourage you, when you are thinking about how to start creating your culture, your vision of how you would like your culture to be, start with using such an interactive, mutually engaging, tool as this. For example, instead of using a book, you could alternatively use reading the newspaper and question players: “What’s happening with the royals?” – it’s a simplistic approach to provoking interactions, engaging the team into a collective conversation. 
We encourage you to give it a go: be bold and be quirky with your suggestions. Have players leaving your environment, to go back to their lives outside of rugby, and relay the same stories that they have learnt to their friends, spouses, parents, and colleagues. Keep growing your players. 
 










22 WHAT IS ‘THEMING’


‘Theming’ in rugby is still considered as a fairly new and un-tapped resource. It is not something all professional rugby teams do, nor even aware of in some rugby-affluent countries. 
By the concept of ‘theming’, we are talking about creating a centralized topic with the purpose of binding our team to work collectively towards achieving a common objective(s). This could be in the form of: winning titles, avoiding relegation, finishing in a higher position than in previous season(s) – our public successes – or – this could be to achieve greater conditioning (e.g., mental, moral and physical), achieving a higher academy representation in the senior team, develop a greater team spirit – our private successes.
Players and coaches enter into your rugby environment from a variety of different backgrounds, with experiences developed differently on how to perform their crafts. They come from various socio-economic and educational backgrounds, have different upbringings, come from different cultures, have different motives for being involved in rugby (e.g., some will want to develop and compete at the highest possible level, and some want to be involved because they enjoy the camaraderie etc.) – everyone is different. The idea of using a theme is to centralize the variety of backgrounds into a common theme: a vision, an image, a concept that can re-define an individual into a team. Its purpose is to interconnect everyone into one entity. 
For example, we might turn out to be an underdog for the season, a team who is perceived, on the whole, as easily beatable. For our theme, we could use a famous underdog story, such as the movie ‘Remember the Titans’, with Denzel Washington […great movie!], as a theme to encourage how the industriousness of that team strived through incredible hardships and adversities [off-field], and became successful because of the strength of their togetherness, their bond, their team. Another example of a theme topic, was a ‘Rocky’ theme […another great movie!]. Ben remembers how he was given a set of boxing gloves when he [and his teammates] was awarded the “Player of the Day”. It’s memorable, it sparks interest. This is what we want to look back on from our playing days – great memories. 
In order to create a theme that bolds effectiveness within your team, it is imperative that the theme is delegated with, and decided by your players. It connects people. It also separates the present season from those previously – making each season unique. This helps players to take ownership of, and responsibilities for, the growth of their culture [remember, we are ‘culture starters’]. From here, the players can move forward; applying appropriate terminology that emulates the key message(s) of the theme, and apply these to their performances. 
This is the fundamental purpose for the use of themes; it binds people, providing a common direction towards achieving a common goal or objective. 

How to apply themes:
A story for our team for that season - how do we create that theme? What are the key aspects? At first, it is a big thing, a mine-field, that is needed to be broken down:

#10 Activity - How to Apply ‘Theme’s: An ‘9-Step-Guide’: -

1. ‘Delegate A Story That Joins Your Team Together’:

We must think and delegate with our players carefully when deciding on our theme for the season. Make it personal to the club, to its identity, to its purpose for that season. It is important that we are inclusive when deciding upon our theme. 

2. ‘Key Markers in The Story That Can Be Linked to the Team’:

Once we have our agreed story, we can then explore the key markers that can be directly related to the team, how you would like to perform, towards achieving your objectives. Attempt to explore and find such markers that can be used at key stages, or ‘bite-sized-stories’ that could be usefully used throughout the rises and pitfalls [and everything in between] throughout the season. 
…

















3. ‘Values: That Stimulate Your Story’:

We want our values and behaviours to positively influence the stories and terminology from our themes – we also want our themes to positively influence our team’s values and behaviours. If you and your team was to delegate and agree on a set of values and behaviours before addressing your theme, we recommend that you perform the set three-steps from ‘#3 Activity’: ‘Form a Think Tank’, ‘Boil them Down’, and ‘Apply Imagery to each Value’. 

4. ‘Bring Your Story to Life – Physical Representations’:

It is not uncommon that at times when we attempt to verbally portray our stories the key messages that we aim to get across to the players can sometimes lack in its potency and impact. Having some form of physical representation and/or imageries that can make your stories more tangible. For example, in theme - the ‘Rocky’ movie, Ben and his teammates got awarded boxing gloves when being announced as the ‘Player of the Day’. 

5. ‘Integrative Language’:

Correlating the terminology derived from your stories/themes - to your - values and behaviours strengthens our language and bridges between verbalizing our theme into practical performance. Just as with our values, behaviours, and themes, it is important that the players initiate such language (e.g., jargon, key words, phrases etc.).

6. ‘Cultural Starters’:

As coaches, we are ‘cultural starters’, it is our role to initiate the process for developing our teams’ theme, however it is the players who allow the culture, our theme, to manifest and grow. Allow the players to evaluate and decide on whether the suggested theme could be effectively applied within your environment. If the theme best reflects the players within it, your values and behaviours, your teams’ philosophy will be empowered.  

….

























7. ‘How Able-Bodied Is Your Story?’:

Before launching our theme, it is important to have our proposal assessed, to be scrutinized. It would be of worth finding someone who could overview your theme/stories with a critical viewpoint; to ask difficult questions. Once it passes this test, then it is certainly worthwhile proceeding to apply the outcome to your team. Otherwise, we would suggest returning to discussing how to achieve robustness in your solution. 

8. ‘The Initiation!’:

Once we have effectively conducted the previous seven-steps, with all impacting bodies have agreed and “signed-off” on the themes, values, and behaviours for the season – then pull the trigger and Fire! We can do this effectively by presenting a visual representation that could best sum up all of the above. This can be achieved through the use of video examples which interrelate your themes, values and behaviours, philosophy and stories. You could use an historic moment that emulates what you have developed. 

9. ‘Analyse and Reflect’:

Just like in the “Blob” example, from a previous chapter; allow the theme to manifest and grown with the players. However, this does not mean that should there be issues with (for example) the players all buying into the theme, that we stand-by. As leaders, it is still important to nurture the direction of growth of theme; analyzing that it maintains its potency and reflect upon its impact. 












	
















23 WHAT ARE ‘PLAYER-LED’ ENVIRONMENTS


As leaders, as coaches, not only do we want to achieve ‘performance excellence’ (the ‘X’s’ and ‘O’s’), but we also want develop our players’ psychological, physical and social well-being – achieve their ‘personal excellence’. Creating a ‘Player-Led’ (‘Athlete-Centered’) environment tips the scales from a: dictatorship/autocratic approach - where the choice and control is taken away from the players, making them become robotic in their actions and thinking - to - creating an environment where continuous player growth is ensured with every practice and fixture: empowering, facilitating, democratic style with the players. 
However, no method is a perfect method. There are limitations to both - with less being more negatively impactful from adopting a more democratic style of coaching. One of the more traditional limitations to a ‘Player-Led’ approach is your players might not have ever experienced anything besides a traditional coach-centered approach. Some players could become disillusioned quickly and could resist coaches when promoting players to problem-solve and make their own decisions. So, it is important that we apply a process with knowledge: of the process, our players and how likely they are going to adjust, and the time it will take to effectively adjust.

Q. What does a ‘Player-Led’ environment look like?

As it the theme of this book, we want to ‘Grow Great People’. If we could create an environment that endures our players to effectively learn and take ownership of their decisions (empowerment) then ‘success’ – in all of its forms – is more likely to be achievable. We want our players to become decision-makers, to be able to effectively delegate and problem-solve scenarios. However, this does not mean that we [the coaches] can sit back, put our feet up, and look upon our players as they conduct everything by themselves. We are ‘facilitators’. Our role is to design real-life/competition scenarios in which players are likely to encounter – in rugby and life. To maintain direction, so the players remain focused and on topic. We are allowing our players to become more self-sufficient, self-aware, allowing them to make more informed decisions, and emphasizes personal and team growth - with facilitating from the coach. This is vital, as once the players enter the field for competition – their decisions and choices are influenced upon game-factors and emotions they are experiencing at those moments, in which are likely to be different from the coach(es) on the sidelines.
For example, we want to be open with our players and allow them to have the freedom for expression. Beforehand, we want to be able to explain why we are focusing on a particular topic and/or scenario in training. Once we have formed our ‘leadership group’, we want to tell them openly and honestly about the reasons for decision-making contributions to the team, such as, our designed training sessions. We are highlighting the reasons from our previous performances – the positives and areas to improve on – that has led us to initiating the following areas to work on in each training session. We also want to allow our players to be prepared. We want their input, from a playing perspective [they are the ones on the field applying their practice], empowering and valuing their contribution – two heads are better than one. We could then allow the ‘leadership group’ players to deliver the key messages and training outline to the group. By using such an approach, the players have taken ownership for the decision(s) they are making. By taking ownership the key messages players deliver will change from: “this is what the coach wants us doing” – to – “this is what we are going to do”. As coaches, we are entrusting the players and respecting their input, and allowing them to take ownership of their own decisions – whether they turn out to be positive or negative – our role is to facilitate. If negative; what a great opportunity for us to facilitate. We could ask open-questions to initiate discussions amongst the team, allowing them to promote potential problem-solving scenarios. We are giving them time, courtesy, consistent opportunities to learn rather than to memorize [the likely outcome of a coach-centered approach]. It allows players to digest and process the information more efficiently, in their own familiar way, making it far more likely for them to adapt to the changing [and at times unpredictable] nature of rugby. 
Let’s empower our players to become more involved in their decision-making, to take ownership of their learning and development, whilst we facilitate, help to keep them on track, and remain encouraging in growing great people. Their influence is more impactful. 








#11 Activity – The 9 Characteristics of a ‘Player-Led’ Approach

A Summary:

1. A stronger togetherness, a bond, mutual trust and respect amongst the players, coaches, and other members of your environments. Players become accountable for their decisions.

2. Encouraging growth – not only as rugby players, but as people – skills for life.

3. Recognition of your players as a whole: physical, psychological, and social well-being.

4. Players are empowered by being [pro-] active, contribute and take greater responsibility, informed and inclusive in their cultures, their program design and policy (e.g., training, competition, goal-setting/objectives etc.).

5. Creates a common direction, objectives, a unison in defining and agreeing upon the coaches and players’ roles and responsibilities.

6. Development of effective decision-making and team work skills, and creating more leaders.

7. Development of self-knowledge, self-efficacy, confidence, self-awareness, self-sufficiency, self-esteem, moral integrity, 

8. Players become more coachable. Players engage more in what they believe. Development of stronger coach-player relationships.

9. Players are more likely to enjoy rugby and have fun, show greater enthusiasm, experience increases in fitness and health, endure and become excited when facing challenges and competitions, become more socially inclusive.	





























24 PLAYER-LED: PREVIEW & REVIEW


In our ‘Player-Led’ environments; how do we conduct our ‘Preview’ before our games; and ‘Review’ after our games? If we do not ‘preview’ and ‘review’ we are missing out on a big opportunity to efficiently prepare, reflect, learn, and to grow. 

“If you do not know where you are going, every road will get you nowhere”
(Henry A. Kissinger)

We need to reflect on our recent performances. A ‘review’ needs to be the first step in our reflection process. This allows us to identify key areas for improvement, and explore solutions to learn and grow from. Only then, are we able to move forward.
Similarly, if we do not ‘preview’ [for example] how the opposition performs and how we would like to prepare to exploit the oppositions weaknesses, we are missing out on another big opportunity to effectively prepare, learn and grow. We don’t need to highlight every area that needs improving on. Focus on no more than three-elements of your teams’ performance, at any given time. Anything exceeding this would likely achieve either stretching yourself thin over too little time, too much information is given to the players to digest and learn from, and the value of what you are attempting to improve on can become compromised. 
Before carrying out such processes with our team, we want to openly discuss the aforementioned with our ‘leadership group’. We can simply form an interactive form of communication, such as an instant messaging group, that allows us to converse only with the leadership group and/or coaches. In this group, we ask the players to meet up at a certain time before the team meeting with the remainder of the team, and form and send them an ‘agenda’ outlining the topics of the meeting. 


An example of a previously used ‘Agenda’:
1. ‘Review’
2. ‘Fixes’
3. ‘Tone’
4. ‘Preview’
5. ‘Plan’
6. ‘Request’
7. ‘Open Forum’
8. ‘Sign-Off’













The purpose for communicating an agenda beforehand is so that our leadership group can have time to prepare. The time allows them to think and process information from the previous game, and contribute in discussing appropriate steps to move forward - logically and effectively. This process can also prevent players from being impulsive with their decision-making, which can result in non-constructive suggestions. Having such an agenda, as the example above, and meeting is an effective leadership tool that you can utilize in your environments.
Before your leadership group arrive, we suggest that you have your agenda displayed. As you progress through the agenda you can then cross-off each point. This visually simple structure helps the conversations to remain on topic and to abide by the allocated time-frames set for discussing each point. 
‘Review’ - Before the meeting, the leadership group and the coaches would have had time to ‘review’ the footage from the previous performance, and would have gathered their thoughts/made notes on certain aspects of the teams’ performance. As coaches, it is important that the key points to discuss are simplified, so that they are concise, precise and clear. For example, “our defensive line here wasn’t to our aimed standards, we need to be more connected. Here are some examples” (presented via video footage), or “on attack, we missed our 3 vs. 2 opportunities” – two key areas that we would need to improve on. On occasions, we encourage you to have your players make suggestions. For example, “yes I agree on those, but I also feel that our counter-attack could have been better on our execution” – great! We want our players to be open, be suggestive on improving what they felt were areas that could be improved We can also allow members of the leadership group to present to their teammates. Such examples, encourages the players to take ownership for developing in these areas.
‘Fixes’ - We’ve now identified our three areas to discuss during our ‘review’. From here, we can explore solutions to how to develop in these areas. By this point, the coaches would have already explored/created training drills that would efficiently achieve this. We share these with the leadership group to gain their input. Mostly, the leadership group would agree that the training session you have conducted and shown them is appropriate for development and preparation targets. It is also likely that the leadership group would have thought about this, and could initiate some good suggestions of previous drills that they have done which would benefit in developing in a specific area. Here, we are gaining broader contributions, experiences and perspectives.  
‘Tone’ – Your ‘tone’ is certainly worth applying to your agenda to express your emotions to emphasize key aspects of our teams’ performances. For example, we can communicate in a tone which can be contagious when talking about positive elements of our performance. Furthermore, we can also express a deepened, elevated tone to express our particular concerns with [for example] inconsistencies in our performance, or if the way the players conducted their behavior breached our values […etc.]. It is likely that the leadership group will relay their experiences to the rest of the team. We can also discuss with our leadership group whether having a deepened, elevated tone, when pointing out areas that were performed below our set standards would have a positive impact on the rest of the team in training. Having such discussions with your leadership group shows they are including them in more influential decision-making elements of the team. 
‘Preview’ & ‘Plan’ – Depending on the level you are currently coaching at, ‘preview’ is how your preparations/the week ahead looks like. For example, if our forthcoming opponents are stronger in certain areas of their performances, which are different to the previous opponents, then our preparations would need to be adjusted. With the leadership group, we could initiate a particular tactical approach that would expose the oppositions weaknesses, and strengthen our defenses in key areas where the opposition could cause a potential threat to. We can also propose the details of what training for the week looks like. 
‘Request’ – This can be time allocated to discuss things that may not necessarily be rugby-related. For example:

“At the away game on the weekend the food was being complained about too much by the team. Could we contain the complaining, as the food was fine, and if we are directing our energy complaining about things such as this then we are not focusing on the job we are there to do – play rugby”.

From here, we could initiate that the leadership group discusses this with their teammates. This is a powerful way of saving our bullets. 
‘Open Forum’ – It is always important to leave room for an ‘open forum’. This allows the leadership group to discuss further about anything in regards to the team. For example, they could initiate that a lot of the players in the team are concerned by how long the training sessions are, and inquire whether they could be shortened. We should allow time to go away and think about their enquiry, and initiate that you will have an answer for them in the next leadership group meeting. 
‘Sign-Off’ – By ‘signing-off’ we are concluding what has been discussed with intentions to productively move forward. However, there can be times and certain conclusions where not all the leadership group and coaches would agree. As coaches, and leaders, it is important that we “sign-off” any final thoughts and actions that we best believe would benefit the team’s progress and growth. 	






















25 PLAYERS PRESENTING 


Intrinsically (coming from the player) motivated players consistently outperform extrinsically (coming from the coach) motivated players. As culture starters, our role as coaches is to create an environment that inspires a player to dominantly make choices, to promote opportunities that encourages them to give them their best, and get the most out of our players. We want our players to take ownership of the processes initiated by and agreed upon by everyone in in the team. 
A key step in this process is encouraging our ‘players to present’. We have all been in a position where we had felt that getting up to present certain pieces of information was a daunting prospect. This is predominantly because it challenges our comforts, especially if we are not accustomed to presenting in front of others. Think back to one of your very first coaching sessions, for example. 
Exposing opportunities to develop our players to become comfortable with presenting can hold significant benefits and impact on your team. It provides a different voice, a new and naturally levelled approach of delivering information to the players. This can encourage players to become more accepting of information; processing it and taking ownership of it. Some of the reasons for this is that they will already have a [different type of] connection, a bond and trust with that player.
Even as coaches, being able to articulate and present information in a method that is attuned to the players’ understanding is critical when determining whether the information delivered is fully understood. We need to relay information that is clear, concise, precise, and in a jargon [or jargon-free] which each player can best relate to. 
For example, during the early stages of one coaches development, the coach had missed out on role and had received feedback from the recruiter who highlighted that even though the coach could conduct the role effectively, the recruiter had felt that the coach was unable to present well enough to members of the board, and the club’s stakeholders. Naturally, the coach’s initial reaction was one of disappointment – not at the recruiter, but at himself, as he missed out on this role due to his level of presentation skills, not due to all other rugby matters. The coach’s reaction from here was productive, registering and learning to develop in this area by joining ‘Toastmasters International’. This is an organisation which can help you to develop your public speaking, communication and leadership skills [we highly recommend you to visit their website]. 
We also want our players to be able to effectively present information. If we [coaches] can save our voice, our “bullets” in one way, and present a new voice allowing players to contribute by sharing the stage. Even if the players are not initially good speakers, confident, and effective in the way that they present themselves – provide them with the opportunities to expose their potential. Work with them, individually and/or as a small group, on their presenting skills. You can be astonished to what you may discover. Our players are only going to develop through practice – the same as coaches do – so, let’s encourage them to, let’s grow great people. 

Q. How could we effectively conduct this?

It is important to allow your chosen player(s) time to prepare. Putting them on the spot after one of your presentations is only likely to cause the unstructured delivery of information, that will probably not make sense, that isn’t going to be productive, waste time…and provide a very nervous, unsettled [probably a very sweaty] individual. It is also important that when a player is inexperienced in presenting, encourage them to deliver on a topic to which they are already familiar with, or a soft topic, that requires very little information to be presented. This approach would naturally instill confidence – as they already know the information they are presenting. For example, we can allow our lineout, scrum, attack, and defence leaders to deliver; recapping on information, our values, particular moves that the players have been working on all week in preparation for the next fixture. We can encourage our first-five-eighths/half-back to present our set moves in attack, as he/she would already be familiar with these.
We could even encourage one of the more socially impactful players to present, or critique, on what had happened in the nightclub on the weekend after the game. This encourages that player to be confident, expressive, as they enjoy delivering jokes and funny stories. 
So, let’s encourage our players to present, as much as we possibly can, with a purpose. Let’s…

…Share the Stage.








26 ANALYSING EFFORT


Q. Can we analyse ‘Effort’?

When encouraging effort, it is important to also reward effort. ‘Effort’ can be interpreted subjectively. We already know how to analyse skills because they are measurable. For example, we can measure tackling percentages, gain-line successes, or how many successful conversions were performed […etc.], as these are quantifiable. But can we conduct analysis in the same way when we’re analyzing ‘effort’? The characteristics that require no talent to perform? – Well, the short answer is yes! However, we need to explore alternative structures for analysis, gather and present the information to our players, and reward them for positive examples, and consistencies, of effort.
One of the best examples in rugby to analyse ‘effort’ is during a kick-chase event. A kick-chase event is as it sounds: One of your (or the opposition) players kicks the ball forwards, and your players chase after the ball, starting from behind the kicker. The goal, for example, can be to retrieve the ball, apply pressure to force an error to an opposing player when attempting to catch the ball, and/or to gain territory to relieve defensive pressure and/or into available space.
For this example, let’s look at Saracens Rugby – one of the European rugby-giants in club rugby. In particular, how the Saracens were performing prior to the 2020/21 campaign in the Championship. The Saracens are one of the top teams in the world for how effectively they [tactically and technically] execute their kick-chase. This is not only because they have an abundance of talented players within their ranks, with the high skill capabilities, but because of elements that require no talent – they apply high levels of effort. If you were to analyse footage of the Saracens’ players during their kick-chase event you will identify their eagerness and the efforts of their players to progress beyond the gain-line, to chase down the kick, apply pressure, and eliminate as much space that is in front of them as possible. In contrast to the Saracens, there are examples of footage that you can access that shows many professional teams [whom I won’t ‘name and shame’] who execute the kick-chase with the same purpose but achieve a different, undesired, outcome. This could be because their players simply park-up next to the ruck, or behind the kicker, applying minimal effort or intentions to achieve the same positive outcomes. 
Let’s take analyzing effort one step further - There are some professional teams who have adopted the method of analyzing the first-four-steps by every player once the ball has been kicked. They record each player whether they have taken steps forward, laterally, or backwards during each kick-chase event. From here, the analysts can present statistics of what percentages of the first-four-steps are taken in each direction, and the time taken to execute – for example – the first two-seconds after contact was made with the ball. The coaches are presented with the results and can identify how quick and hard the players are responding and working, respectively. This outcome can be considered as an ‘effort statistic’.
If we have access to video footage, let’s show our players such examples of positive performances that require no talent, like from the Saracens, and question whether your players are able to identify what is different between them and the likes of a high-performing professional team/positive examples. If we have the personnel to apply the time and energy – let’s utilize a simple analytical framework and set time-goals to measure such aspects of our performances. Other examples where we can apply the same approach to analyzing effort is to assess how quickly our players can get back onto their feet, from the ground, after being tackled/tackling and/or contesting at each breakdown. We have previously initiated and analysed effort during this event by differentiating players as “Big Dogs” compared to “Logs”. This terminology was used in line with the team’s principles of theming for that season. Being the “Big Dogs” meant as soon as the players were on the ground, they were quick to bounce back onto their feet, like a “big dog”, and ready to perform instantly. Being “Logs” meant that the player simply lay on the ground and did little-to-nothing more, with no evidence of eagerness or effort. To analyse the effort of the players during this event, we asked the analyst to apply a ‘two-second time-target’. Each statistic for our players was presented with a ‘tick’ – if they had performed like a “Big Dog” - or an ‘X’ - if they performed like a “Log”. During the key presentations on the ‘review’, the results were publicly on display to the team so that the players could identify and analyse their personal statistics and could categorize themselves either as a “Big Dog” or a “Log”. This was presented in a list-format; with the high-achieving “Big Dogs” at the top, and the “Logs” at the bottom. However, it is important to note, that at a professional level, players are familiar being presented in this form of scrutiny, as [if utilized efficiently] this can promote healthy competition amongst the players. The player who achieves the top “Big Dog” each week gets presented with a small prize, that is interrelated to the theme. Those at the bottom of the list – the “Logs” were not highlighted, as they didn’t need to be. Being outperformed by their team mates creates a strong incentive, highlighting to them there’s plenty of room for improvement. Such an analytical tool, with principles for target-setting, can be used to incentivize the players, by competition – towards their teammates and previous performances, to perform better each week.
Traditionally, the “Logs” reacted constructively by asking the coaches to assist in their technical development, if they were struggling to get up quicker. For example, we could assist in aspects of their fitness levels – performing ‘Up-Downs’ exercises […etc.]. We could also assist in players developing their ‘self-efficacy’ – whether they believe that they have the capabilities to achieve the targeted time-frame, consistently. Exploiting players to vicarious experiences (e.g., modelling), such as, directly observing their previous successful performances and/or the successful performances of one of their teammates, can also enhance their ‘self-efficacy’ and performances.
A similar example can be applied at an amateur level for incentivizing players. For example, in one amateur team that Ben had previously coached, the players had a high-penalty-count. Ben had inquired with the players on what they thought was an acceptable target of penalties to set, to limit for each foreseeable fixture. The players had initiated and agreed with ten. If the players had more than ten penalties it was considered unacceptable. The rugby club was located close by to a pizza restaurant. If the players were to fail to meet/precede their target of ten penalties, Ben would pay for ten pizzas for the team. If, however, the players had superseded the target of ten penalties then every player who had conceded a penalty would have to buy a pizza. The impact this had on the team was positively evident from the very next fixture. Ben had overheard the players shouting “get the pizza” instead of shouting “discipline”. This was an area where the team had required to make more effort towards, and were rewarded for achieving their efforts, their goals. 
Providing a culture that encourages players to become industrious, a buy-in around effort, can effectively gel players together into a team, a culture. It encourages players to perform to their best efforts, especially when they see other examples from their teammates performing with such application. When the players are making mistakes - when performing with high-efforts - then their teammates and coaches are more likely to empathize. However, if players are applying minimal effort [or anything short of high-effort] then there is a potential risk of resentment occurring, that could manifest. This then becomes detrimental to our cultures.
Coaches; let’s start to think of and research such simple methods, and discuss with your fellow coaches, on how we can apply these to best analyse our players’ efforts within our respective environments. Apply some statistics to this, and present them to your players. 

Be creative!












27 HOW TO INCREASE: UNDERSTANDING, ENJOYMENT, AND EXECUTION


Q. How can we achieve Understanding, Enjoyment, and effective Execution – all in one practical training session?

“By failing to prepare you are preparing to fail”
						(Benjamin Franklin)

Being prepared is an essential attribute needed to be an effective coach. Our roles and responsibilities require us to effectively prepare a multitude of sources, for example: - analysis, training, fitness and health, match-day preparations, reflecting and evaluating – in order to achieve our objectives, our outcomes. Being prepared enhances our self-discipline, strategic thinking, increases flexibility, and develops our resilience. We need to prepare to ask the right questions, apply a practical session that provides the best possible opportunity for our players to prepare, learn, develop and grow. We need to be exploring which are the right tactics and how are we going to best implement the opportunity for our players to learn them […etc.]. Each interaction with our players is an opportunity to instill a positive influence. ‘Preparation’ is a key ingredient that is aligned to the highest achievers in rugby. What we do in our ‘Pre-Session’ has a ripple effect [like skimming a smooth flat pebble across the surface of a river], that can determine the outcome of your preparations. 

Q. What does a ‘Pre-Session’ look like?

We can breakdown this process into three #Activities: ‘#12 Understanding’, ‘#13 Enjoyment’ and ‘#14 Execution’. 
#12 Activity – ‘Understanding’:
I. ‘Session Plan Up’

Get your session plan up! The purpose is for the session to be clearly visible for all players to see, in an area [preferably] that the players have no other choice but to walk past, so that it cannot be avoided. This is for the players to view and process the information ready to be applied practically. This also allows us to utilize our practical time better during the session.

II. ‘All Details Up on the Walls’

If you have got set moves and/or systems […etc.] that you want your players to learn and adhere to – put them up on the walls! This allows players to time to analyse and understand these set moves and/or systems, and to be able to ask any [clarifying] questions. This also provides an opportunity for players to delegate set calls.

III. ‘Coaches Mini-Groups’

Allow time for yourselves before the session to be able to answer any questions that the players might have. Certain players can get together (e.g., 9 & 10, your Forwards …etc.) to discuss how they could effectively execute what they are reviewing or discuss line-out calls and timings. Allocate sufficient time, pre-session, for the players to discuss new moves, to understand the ‘In’s and ‘Out’s’ – the details ready to be applied in practice.


























#13 Activity – ‘Enjoyment’
‘Fun’ underpins Culture!
I. ‘Music’

Music mean’s different things to different people - but what we can all agree on is that listening to our favorite songs can positively influence our moods. This concept is known as ‘Neuro-musicology’ - how our nervous systems react to music.
The same affect can be present in our changing rooms – have some music playing, Music can benefit our team environments as it can break down particular barriers such as age, different cultures, different socio-economic backgrounds […etc.]. If the music is not of a particular players preference, you can rotate so everyone’s preferences are listened to. Music has the power to connect people. 

II. ‘Come-Together Exercises’

Every player who attends your training session in the week comes from a different environment; school, job, family life. Here is an opportunity for us coaches to bring everyone together, as one, that can help them to not think about their jobs, school, family life. 
We could initiate a group(s) exercise(s), such as; reading an exert from a newspaper, have someone perform a joke or a song, read a short passage from a book […etc.]. There are no limits or rules with this, so utilize yours and those within your environment’s imaginations. The goal is to achieve a togetherness, to unite people together towards a common trail of thought.

III. ‘Player-Led Components’

A powerful tool is to have players initiate and lead such exercises. The only rules are to make sure the exercises are fun and that they bring people together. When such exercises are led by the players the experience is likely to be more enjoyable, impactful, and become more relaxed, with the added perception that the exercise isn’t forced upon them by the coach(es). Allow the players know in advance, so that they can efficiently prepare. You will be amazed by what they could come up with. 


























#14 Activity – ‘Execution’
Even though we are all about our ‘Leadership’ and ‘Culture’, we are still wanting to strive to achieve a high-level of positive execution to help us to achieve both on – and – off – field objectives. So, here are three-key-steps we could use to utilize our execution:
I. ‘Clear, Concise Meeting’

It is imperative, that when we are presenting in a meeting, or delivering instructions, to our players we are clear and concise. The purpose in delivering information is so that it is best received and understood by those receiving it. Therefore, it is important to be to the point.

II. ‘Check for Understanding’

Once we have delivered our information – clearly and concisely – we want to verify that this information has been clearly understood. We can find out this by asking ‘open-questions’. For example, “Tom – what is our second activity that we are doing today?” – and could follow up by asking someone else: “Steve, what are the key objectives we are looking to achieve from that activity?”. The goal is also to achieve clarity; that our players understand the purpose and what the session entails. What you are then likely to find is that, as the season progresses, the players would have a sound understanding of this process, so they would naturally begin to check themselves of their understanding and ask [if they have] any questions.

III. ‘Breakout Groups’

When the meeting has finished, we can ask our small mini-groups (e.g., 9 & 10) to spend two or three minutes to come up with [no more than] three small points that they are going to focus and work on developing, or drive, throughout that particular session. This allows the players to have some ownership of their development. They will drive certain skills in certain ways. By giving players ownership is a great way to get the players to execute such skills better.































28 VISION - DECISION


‘Vision’ and ‘Decision’, can also be known as the ‘Perception-Action Cycle’, is the multileveled process where – starting with the eyes - we gather information (from what we see), our brains then process this information, and then the brain sends out neurological signals to particular parts of our bodies to activate particular actions that we want to perform. We execute this process, subconsciously, on a daily basis. For example, when we are driving a car, making ourselves a warm or cold beverage, and as you are turning over each page of this book. The rugby environment is no different. Our players, in particularly higher-performing-players, face visuomotor demands requiring less time to convert their ‘vision’ into a ‘decision’. The goal is to achieve a high level of decision-making accuracy during time-intensive interactions and/or execution.
Imagine that each of our players had a “Go-Pro” camera attached to their foreheads during training and fixtures. Even though this is not currently practical during our competitive fixtures, the footage would give us – the coaches – invaluable feedback/information, as we would easily be able to identify what each player is visually experiencing during particular interactions, and gain a greater insight into how their decision-making interrelates. 

Q. Why are players ‘Vision’ and ‘Decision’ Important for Coaches?

The ‘old-school’ method for analyzing players was only judged from the information the coaches received [what they saw], and concluded whether it was ‘right’ or ‘wrong’ – a ‘black’ or ‘white’ interpretation, with very little attention directed to what was most important – the ‘Why’. For example, we have a two-versus-one scenario in our attacking teams’ favor, but instead of drawing in the opposition defender and passing the ball to our supporting player, our attacking ball-carrier decided to take the ball into contact. If we were to apply an ‘old-school’ approach to this scenario then we would have immediately judged this to have made the wrong decision – “Sarah, Tina was outside of you, you should have passed”. It is easier and quicker for coaches to make this decision and react instantly and definitively in this manner, as we can have access to technology that can analyse and replay events. However, to divulge into the root cause(s), to gather as much information as possible, we need to appreciate the perspectives of our players. We need to utilize a ‘Vision’ and ‘Decision’ approach. For example:

Coach: “Sarah, what did you see out there, mate?”
Sarah: “Well, I didn’t see Tina outside of me”
Coach: “Oh really?”
Sarah: “Yes, my decision was to carry the ball into contact because I had thought it was a one-versus-one”

From receiving this new information – from Sarah’s perspective – she had made a good decision. However, we cannot hide away from the facts that the video footage presents to us – that Tina was in support outside of Sarah. Our next step is to identify whether we could gather any further information from this scenario. We can do this by gaining the insights from Tina’s perspective:

Coach: “Tina, what did you see out there, mate?”
Tina: “It was a clear two-versus-one”
Coach: “Okay Tina, so what did you do?”
Tina: “Well, I didn’t do anything”
Coach: “Did you not call/talk/shout/scream for the ball? Did you tell Sarah that it was a two-versus-one scenario?
Tina: “Ah, no I didn’t”.

If we were to conduct a little bit more effort, in attempts to gather more information from multiple sources, we might end up changing our initial conclusions from what we had analysed of the event. ‘Example 1’ – an ‘old school’ approach – we would have made a quick definitive decision that what the player had done was immediately wrong, and that we would not feel the need to explore the event any further - What impact do you think this assumption could have on the players? Where-as, ‘Example 2’ – a more proactive approach – allowed us to see the event from the perspectives of multiple sources. From the example of interacting with Tina and Sarah, we are also able to provide a learning experience for both players: what Tina had seen (‘Vision’) had not aligned with the ‘Decision’ Sarah had made. From adopting this process, the outcome has provided us [the coaches and players involved] with the potentially underlying issue that was in need of improving – ineffective communication. Now we can work on improving in this area constructively as a team. We can apply this into our immediate development plans, in our training sessions. What we have created here is a more constructively effective approach to learning from errors that can be experienced from our fixtures - What impact do you think this approach could have on the players?
The ‘Vision’ – ‘Decision’ process, especially within amateur playing-levels of rugby, can sometimes be a difficult process to implement, especially as our focus and time is traditionally limited and applied to developing our skill-sets, such as, catching and passing the ball, or tactical preparations. Also, players at this level more commonly operate in a more robotic fashion, they – look up, assess, and react. However, that does not mean that this process cannot be beneficial at such a playing-level, because it can. This process does take a bit of time to implement, closing the ‘door of opportunity’ to make an effective decision. For example, when we ask a player what they had seen. If a player was to reply with “Ah, I didn’t see anything” this could be just a dismissive reaction - a feeling that has provoked them into reacting defensively because they feel that they had [perhaps] done something wrong or they just want to play rugby. Should this be the case, we should reflect upon the type of culture we are creating, and the type of coaches we are trying to develop into. We want our players to be open and honest, without experiencing fear to verbally communicate, to contribute.
The best players in the world are the best because of their ability to gather a lot of information from what is in front of them (‘Vision’), and are able to effectively execute a swift ‘Decision’. Their vision is quick, and their decision-making is effectively even quicker. 
A good habit for us to get into coaches is to first ask our players: “What did you see?”. If they were to respond with “I didn’t see anything”, then we can ask further ‘probing questions’: “Okay, why did you decide not to pass the ball, but carry into contact?”. If the player was to answer by saying: “Ah, I don’t know”, then we need to work on the ‘Vision’ elements of our performances, as in the [immediate] future fixtures there could be opportunities to experience the same events, and opportunities to identify big gaps/areas in the opposition defence/on the field to exploit. 
As coaches, we want to encourage our players’ decision-making processes, to be able to provide them with the opportunities to be able to effectively identify and execute their skill-sets, on the basis from what they experience in front of them. We want them to be able to be open and honest about their experiences. This not only improves performances on-field, but also improves the interconnectedness of the team and your cultures. Implementing this process will take time, however, the potential implications on the outcome, for your teams’ development and performances would be positively significant. Let’s help grow our players and their abilities to become more effective decision-makers. 
Let’s implement our ‘Vision’ – ‘Decision’ approach.
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PART 1: How Well do your players trust you


For this chapter, we are going to explore the importance and dynamics of ‘Trust’ within our teams. To help digest and process the information a little easier, we have divided ‘Trust Dynamics’ into four-separate bite-sized parts:

1. ‘How well do your players trust you – the coach?’
2. ‘How well do you – the coach – trust your players?’
3. ‘How well do the players trust each other?’ and…
4. ‘How players trust themselves?’

All four areas can be improved by you! – the leader, the coach! It is so important to achieve an environment of ‘trust’. Once we have achieved a level of trust in these four areas, we have achieved a culture of ‘buy-in’; where players will listen and process the information you, your coaches, and other players deliver to them. Achieving these four-elements of trust creates a very strong culture. 



1.‘How well do your players trust you – the coach?’

First, we are going to look at your ‘Players Trusting You!’ If we can achieve our players into trusting us – as a person and as a coach, then your players will buy-in to what information you are delivering to them. Good examples of this can be evident all around us. For example, teams who defensively [and effectively] apply a ‘rush’ defence and those who effectively perform a ‘drift’ defence. The reasons as to why each form of defensive strategy is effectively applied is because the players have established a trusting relationship with their coaches, they have bought-in to such a defensive strategy.
To successfully gain the trust of our players, we need to follow these three-simple-steps:

1. ‘Know Enough’
2. ‘Deliver It Well’ and…
3. ‘Foster Great Relationships’.


‘Know Enough’:
At each level in rugby there is an expectation of how much the coaches should know. However, where coaches are likely to fall is that they have reached this level of knowledge, but find difficult to articulate their knowledge to their players and/or in a practical context. 
We don’t need to know everything! You don’t need to be super-technical, have solutions that can revolutionize rugby practice all the time. All we need is enough – enough so that our players can understand and apply simple key messages, which can enhance their development and execution, both on-and-off-field. The higher the playing level you coach, the greater the independence the players need to effectively problem-solve and make decisions, while maintaining a high-level of skill execution. Our roles here are more to facilitate. You have got to know a little bit, but not as much as you think. ‘Little’ - can be - ‘more’!

‘Deliver It Well’:
The methods in which we choose to deliver content to our players can determine the outcome of how the information is being practically applied. You’ve got to deliver it well – simple, concise, precise – but well. If content is delivered passionately, enthusiastically, energetically, with the avoidance of presenting too much information, then it is more likely that such information would be understood and will be applied by the players in the same manner. Any message can work, as long as it is delivered well. A good example is when we look at ‘Politics’. Politicians convince the public effectively with their delivery of key messages - because of the methods in which they choose to deliver it. Their tone – is energized and is passionately applied. They are convinced that the messages they are delivering to the public will make a positive impact. Their body language – is a ‘chest-out’ approach; bold, assertive and confident. If you apply your heart and soul into your messages that you are delivering – even if you are delivering only a little bit, but deliver it well – that “little bit” can have significantly positive repercussions. If you know a lot, but cannot deliver it – then you withhold information for knowing-sake (‘knowledge’ - for ‘knowledge’ sake!)

‘Foster Great Relationships’:
To get players to trust in you we first must foster great relationships. This should not be a chore, but more of a joy. A lot of coaches struggle in this area, predominantly by overcomplicating/overthinking the process. All we need to do is start! To start to establish a positive relationship, with a genuine interest, into the people we are interacting with. It can start small; start with a handshake, meet up with them for a beverage, invite them to your home – and ask small, innocent, questions, for example, ‘how was your day?’. Our conversations can then begin to progress. We can gather further information by exploring their family life – their wife/husband, their children, parents (etc.). We can take an interest into their working life – what they do? Their career aims and objectives? It is important to remember this information, as it shows we have listened and we care. Here’s where having a genuine interest is so important. We gain a detailed account into their lives, information that will play a pivotal role in developing your player-coach relationships. Such qualities can easily [mistakenly] be perceived as small, however, these are the fundamental attributes for establishing trust with your players. A car wouldn’t move forward without its wheels, so how can a team move forward without achieving trust?
These three-points are the big building blocks for developing your strong foundations. If your players trust you, they will buy into what you and cultures are trying to achieve; your tactics, developing your culture, your values and behaviours. Ultimately, these are the essential building blocks in achieving your private and public successes.

‘Trust’ = ‘Buy-in’!
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PART 2: How well do you trust your players


The second aspect of ‘Trust Dynamics’ is whether you ‘trust your players’. You don’t often hear discussions in your environment about trusting your team, but it’s important that we do. It is important that we maintain an objective awareness on trust within out environments. 

‘The Coach Trusting your Players.’

We can split this section into two parts:

1. Realistic Expectations of our Players, and…
2. Give our Players Responsibilities. 

‘Realistic Expectations of our Players’:
If we are anticipating unrealistic high-expectations from our players, to become ‘world-beaters’, even though this is not a true reflection of the reality, you are going to regularly encounter issues surrounding trust. For example, to achieve 100% tackle completion, even when they have the lowest statistics in the competition - your expectations are going to be consistently broken. This can influence the trust dynamics with your players. It can influence some coaches to even bad-mouth their players. Of course, this is not what we want to achieve. This creates a sour environment. 
It is important that we take a realistic view, and maintain an accurately objective awareness of the current levels our players are at. For example, if we promoted a target to our players to successfully complete 70% of our tackles – there’s a more realistic chance for them to successfully achieve this progression-goal. This creates a positive outcome, not only with the team’s performance, but in developing your player-coach relationships, your trust dynamics. Players will sense that you care, that you are providing a realistic development goal, and not a pressuring over-achieving objective that does not reflect their reality and/or current capabilities. This outcome can indirectly encourage your players towards increasing their work ethic, and they will enjoy that. 

‘Give our Players Responsibilities’:
The second key point is to ‘Give our Players Responsibilities’. Without formulating opportunities for our players, building our relationships can stagnate and are more likely to wither away, as we’re restricting exposing players to opportunities to grow. Again, we can start with providing small, agreed-upon, responsibilities. For example, carrying the water bottles and making sure they are filled when needed. If he/she successfully does this – then you can both agree to apply greater levels of responsibilities. As a result, your player-coach [trust] relationship will grow. If he/she was to not fulfil their responsibility, then it becomes our duties – as leaders – to sit down with them and discuss with them privately. For example:

Coach: “Sarah, as discussed, I had given you the responsibility of the water bottles; to make sure they are filled with water and given to the players during the required intervals. However, the players were not having enough water, due to the water bottles not being refilled. Can I rely on you next time to make sure the players get the water they need?”

Sarah: “Oh, okay *coach*, I’m so sorry, yes, I will make sure the water bottles are filled and the players are getting their water when they need it”.

Coach: “Fantastic. Thank you, Sarah.

If you are honest and open, and clear, by providing your players [starting] with a little bit of responsibility. Once achieved, we can encourage and apply greater responsibilities to our players to enhance their growth.
We want to ultimately trust our players. As they will be more likely to then trust you!
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PART 3: How well do the players trust each other



“A ‘Team’ is not a group of people who just work together. A ‘Team’ is a group of people who trust each other”
(Simon Sinek)

‘Teamwork’ is an essential ingredient that interlinks a team to [public and private] success. For a team to become effective - it must become cooperative. To become cooperative, a team must have trust. We have previously covered the importance of our players being able to trust us, and of us – coaches and leaders – trusting our players. 


Q. Why is it so important that our players trust each other?...

…to answer this question simplistically = rugby is a team sport! The outcome of a competitive game is determined by the contributions of each of your players – individually, as well as collectively. How our players collectively operate is the ‘engine’ that drives every rugby club forward. Each player is an integral part of that ‘engine’. If our players are unable to individually contribute, to be able to identify their role in contributing to the success of the team, then our “engine” is not going to work as efficiently as it could. Trust is the underlining principle that allows successful teams to build to achieve new and greater heights. Players having trust in one another will determine the efficacy for the team.
In team sports such as rugby, players are reliant upon each other. If we have a player, whose position is within the backline, but does not trust the player who positions himself/herself on your inside/outside - then how can we expect a positive outcome when challenged by the opposition? The same applies within the greater squad; our backs need to trust our forwards, as well as our forwards need to trust our backs. For example, our backs trust in our forwards to secure the ball during set-pieces, in order to provide a platform for the backs to play effectively from. And vice-versa; the forwards instill trust into the backs that they are going to look after the ball, whilst finishing each phase as clinically as possible.

Q. What could we bring into our cultures that could positively influence the growth in trust within our group(s) of players?

We can do this using two approaches:

1. Measure our Players with the ‘Things that Take No Talent’, and

2. Instilling and Reinforcing the Behaviours that you want to see.


‘Measure our Players with the ‘Things that Take No Talent’’:
Let’s look at the first point – the things that ‘Take No Talent’ (T.N.T.)! As previously mentioned, these are the characteristics which are most applied in the form of a players’ mindsets, as opposed to their physical abilities. For example, consistently ‘being on time’, having the right ‘work ethic’, ‘professionalism’, ‘energy’ and ‘effort’, ‘being coachable’, ‘doing extra’, ‘preparedness’, ‘passionate’, and having the right ‘body language’. 
Within our process-goal-setting strategies, we could even utilize ‘T.N.T.’ as one of our goals. For example, “let’s be the best performing team in the league at the things that require no talent”. These can also become part of our private and public successes [which, we will look at in more detail later]; for example, when you see your players in the gym attempting to become fitter and/or stronger, during times where you are reviewing the previous fixtures footage with your players and you can identify a particular player, in the dying moments of the game - sprinting from one end of the field to the other to perform a successful tackle. Let’s publicly praise such positive examples, such successes, to our team. What you will discover is that such examples become infectious and encourage others to perform with the same intentions. This also develops the trust between players, as they can identify the things that ‘take no talent’ being performed for the team.
We can also apply this principle when our players are performing errors. For example, if we have a player who you can identify in their performances that they are working as hard as they possibly can, however, they made some errors – you become more forgiving for those errors, as you trust that they have tried the best that they could have done. However, if we have a player who makes the same error, and you can identify that they are not working as hard, that they were not performing the things that take no talent, then you may address this player differently. 

‘Instilling and Reinforcing the Behaviours that you want to see’:
We have previously explored the benefits that instilling and monitoring the right behaviours and values can have within our cultures in previous chapters, throughout this book. It’s the personality, the attitude-element of our players that we want to see. Applying the same principles instills trust amongst your players. 
As coaches, when we see it – let’s reinforce it! Let’s praise it - privately and publicly. And repeat! Let’s be able to identify the ‘good’ behaviours, and utilize each as an example to encourage others, perhaps younger inexperienced and/or new players who are coming into our cultures. When such players begin to see examples more often, they naturally experience indirect increases in trust. It is like singing out loud to one of your favorite songs – it naturally becomes infectious. 

‘Players Trusting Players’ = It Breeds ‘Confidence’!
‘Players Trusting Players’ = It Breeds ‘Respect’!
‘Players Trusting Players’ = It Breeds ‘Growth’!
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PART 4: How the players trust themselves


As leaders, ‘trust’ is one of the most important “muscles” to develop in our players, in order to achieve our public successes (e.g., winning games, trophies and accolades etc.). Achieving our players to instill self-trust (internal) supersedes any (external) training we can implement in our preparations for competition. Without ‘trust’ our players simply are unable to perform at their best. 
How often do we come across players who are not confident? They struggle to trust in themselves; their capabilities - undermining their attributes and contributions to team performances; and lacking in self-trust to execute the right decisions, for the right scenarios, at the right times. You can identify this from their body language, you can hear evidence of it in their voice, as well as in their actions – traditionally in the form of hesitation. Players who lack trust in themselves often results in:
· Over-analysing their technique and execution.
· Over-analysing and over-thinking - consuming time - to make a decision.
· Avoid trying things, and execute performance cautiously and tentatively, in an attempt to avoid performing errors.
· Struggle to move-forward from past mistakes.
A primary role as coaches, as leaders, is to bring out the best of our players’ potential – as an athlete as well as a person. We want to instill a culture of positivity, where our players ooze high levels of confidence to overcome adversities – in all its potential forms - faced in competitive sport, and in life. We want our players to be able to trust in themselves.


Q. How can we get our players to ‘trust in themselves’?

We can achieve this in two ways:
1. To build self-confidence, and
2. Developing a ‘Pull-Trigger’ Culture


1. ‘To Build Self-Confidence’:

Each of our players have different levels of self-confidence. We can experience working with players who have the strongest physical attributes; however, they can struggle to expose themselves effectively due to insufficiently trusting in their own capabilities. We can also experience the total opposite; where players who may not necessarily have the greatest physical contributions, but trust in their abilities/capabilities to effectively problem-solve/execute positive decision-making. Ideally, we want to aim to develop our players to achieve a balance of the two. Furthermore, the reality is that we initially achieve a broad mixture of players who perhaps tip towards one end of the scale by being stronger physically, but may experience low self-belief – or to the other end of the scale - by having high levels of self-belief but lacking physically. 

Q. How can we achieve a growth and balance?
Simplistically, we can start by utilizing conversations. Ensuring players that they are a part of the team, especially those who may be struggling with self-confidence. It is imperative that we don’t go quiet on them. Get them talking (privately)! If you have created a culture which promotes values based on honesty, it is likely that these players will be open and respect that you have taken the time to invest in them and in their growth to talk about it. We can ask these players about their experiences in your environments, your culture. We can also discuss how things are in their personal lives – once a level of trust and your coach-player relationship, has been established. An unfortunate traditional/’old school’ occurrence in coaching is that there are a lot of coaches who dedicate the majority of their time on the players who do not necessarily need it as much. Such coaches direct their focus on the stronger-performing players. This can occur as coaches utilize the opportunity for showcasing such a player to feed their ego’s. As leaders, our roles and responsibilities are to facilitate the growth of ALL of our players, especially spending that little bit more time on the players who may need it more. We want to develop our players to achieve the same performing levels – physically as well as mentally. By achieving this you are more likely to experience public successes, as there is an achievement of balance, an equilibrium in the collective growth and performance of the team. 

“Your ‘team’ is as strong as your weakest player, and is as fast as your slowest”

Modern players enjoy it when a coach can connect with them, on a personal and professional level. It makes them feel part of the environment. It helps to build confidence and reassurance in their capabilities and contributions to the team. Naturally, when players come into a new environment – or even the players you already have in your environment – your players are not going to be good at everything. It is important that we are not ‘reactive’, but ‘proactive’ to develop and progress. We don’t want to consistently highlight the “negatives”. For example, if they are dropping the ball in training – they are likely to already be disappointed, so there is no need to build upon the current levels of negativity, by being more negative – how do you think the player would feel if we were to be? Our reactions need to be proactive and constructive – should this be a reoccurring theme; then let’s use questions to discover the reasons why this is an occurrence, and problem-solve, – together – by discussing effective solutions. It is also important to highlight the players’ strengths, as this can be a useful tool for reinforcing confidence. 


2. ‘Developing a ‘Pull-Trigger’ Culture’:

The second method we could apply is to create an effective ‘Pull-Trigger’ culture. What does this mean? I hear you ask! – It means that if a player believes that an opportunity is there - encourage them to pursue it, even if we initially believe or anticipate this to be an un-favored option; allow our players to experience the impact of their own decision-making. You can then both discuss, explore, the impact of their decision. There has never been a rugby player, in the history of the game, who has effectively made all the right decisions, for every single scenario they have ever been involved in. ‘Failure’ is not the opposite of success – it is part of success. The most successful players in the world have experienced success because they have failed more than most, and have learnt from their failures. 
As coaches, our roles are to identify if the player is struggling to problem-solve their errors. We can effectively facilitate their problem-solving capabilities by encouraging them towards the right direction; towards an effective alternative option and outcome. Once a player has achieved this – celebrate it! Celebrate the positive signs, the experiences where the player is ‘pulling-trigger’. This can positively influence self-confidence, belief, and trust within themselves. Such an approach to coaching allows players to identify that they are able to effectively problem-solve, make the right decisions, and execute particular skills effectively. The players then start backing themselves more, and showcasing their strengths. By achieving a culture where our players are able to individually trust themselves, you gain a greater positive bind as a collective. Thus, making a stronger team, one of which becomes bold-natured, and able to overcome team-adversities more proficiently.

#15 Activity – Building Trust: ‘6 Key Steps’ to Develop Robust Confidence:
1. ‘Logging your Evidence’

By recording positive video/written evidence, it provides players with clear and accurate information about their performances which highlights they can succeed. For example, we can perform this through forms of: ‘reflection’ (seeing the performances on video); monitoring improvements (changes in performance); journals (recording thoughts/experiences); vicarious experiences (comparing to a higher-levelled player performing the same skill, in the same way).

2. ‘Developing Understanding and Awareness for the reasons ‘why’’

To aid our players in developing a deeper level of themselves and their self-confidence. We can conduct this by: education (why, how, and the purpose for executing a particular skill); exploring and identifying sources for confidence (what naturally instils self-confidence); operationalizing confidence (what confidence looks like to them).

3. ‘Manipulating your Coaching Environment’

Coaches to implement interventions which encourage self-confidence, and to manipulate the conditions/environment that encourages periods of self-confidence. For example, once a player has developed a skill – create a scenario in training, which they are likely to experience during competition, as an opportunity for them to explore their new skill under expected competition-pressures.

…

	


























4. ‘Tailor for the Individual’

It is important to consider individual differences. For example, have a good understanding of the person in front of you: their personality, how you communicate with them/use of terminology, and their strengths and areas for improvement – as they will be different from one player to another.

5. ‘Using Psychological Skills’

Goal-setting strategies (specific, realistic goals), use of imagery (the player viewing themselves performing successfully), reframing/restructuring (cognitions), process focusing (the processes that can be controlled by the player), and psychological competition strategies (to overcome the perception of being the underdog team). 

6. ‘Developing Players’ ‘Signature-Strengths’

A ‘signature-strength’ (or strengths) is/are a particular strength(s) which a player can identify as their strongest attributes of their performances. By getting our players to understand and to develop their own strengths ensures they are also focusing on positive aspects of their performance during competition. By promoting each players’ strengths, on competition day, before the start of their competition, can help to develop a competitive advantage which can positively rise your players’ confidence. 
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33 DEALING WITH DISCIPLINE


‘Praise in ‘Public’ – Correct in ‘Private’’

An unavoidable requirement as a leader, even though it is likely to be infrequent, is ‘Dealing with Discipline’. As human beings; ‘praise’ is one of the most appreciated emotions we can experience, whereas ‘criticism’, and being ‘corrected’, can be one of the hardest to digest, if the recipient is not used to this process – and if the process is not conducted effectively. During the latter, these situations need to be constructive and with an adopted, interrelated, approach where mutual respect - a oneness to collaboratively problem-solve and learn - can be established between the player and the coach. The key is managing each of your players and the situation uniquely. Within a team environment we encounter people with different egos, emotions and feelings – as we do in life. An essential ingredient for ‘praising in public’ and ‘correcting in private’ is preparation.

“Criticism, like rain, should be gentle enough to nourish a man’s growth without destroying his roots”
(Frank A. Clark)

People do not deliberately perform errors or cause accidents, even though we are all susceptible to experience this, numerously, throughout our lives. It is one of the quirks of being human. However, during such experiences, when performing on the field it is common for most players to have experienced coaches publicly express their aggression, frustration, and anger – through their body language, tone, and use of terminology – at most [if not all] errors that accrue. 
*From your own experiences, reflect on an example of this very type of scenario. This could have happened directly to you, as a player, and/or your teammates, and you even might have done this as a coach yourself. 


Q. How did you/the players respond? What feedback did their body language say to you? Perhaps they might have expressed their reaction verbally or physically? 

‘In Public – we Praise. In Private – we Correct’

We praise the behaviours and values in which we have set out and want to see when developing our cultures. We want to celebrate these examples. Praising our players for performing good examples enhances positive behaviors and can encourage others to replicate. It is important that we are specific and objective in our praise, and praise promptly in order to motivate others. 
However, to talk about our indiscretions, we must conduct and correct in private. Nobody enjoys hearing what errors they have made or whether they had a poor game – without constructive feedback being applied – and to be put into the spotlight (in public), in front of our peers, to be pointed at and ridiculed. This is an ‘old school’ approach, one of which is less likely for players to respond positively/constructively. The likely outcome from this approach is that you are going to hinder the development of your player-coach relationship. 

‘Praise Immediately – Correct later’

‘Praise’ is positive, whilst criticizing is negative – unless we correct in a constructive manner. When we praise – praise immediately! It will have a greater impact on the individual/team. If we’re correcting (constructively) then do so at a later time. This allows you time to modify your thought-process and to address how you construct a plan to correct an error, and/or behavior, of the individual/team. This also allows you to address the situation more effectively, as emotions can cloud our productivity and judgement of an errored event. For example, at the eighty-second minute of a game, the very last play is an attacking opportunity – in your team’s favor, yet the very last pass – to win a championship – was dropped by one of your players. Naturally, this is a rare [even though possible] example, but the principle can be mirrored to the last stages of every game. Sometimes, emotions can encourage us to respond impulsively – it becomes a reaction, more traditionally aggressively, frustrating, as opposed to relaying any wisdom which can encourage learning and growth to take place. We are all exposed to this temptation as coaches; but ‘time’ allows us to effectively problem-solve and address the situation, proactively, in order to provide a constructive solution.  Undoubtedly, the player in this example would naturally feel like he/she had let the team down. The very last thing that player would need is a coach to publicly scrutinize that player in front of his/her teammates. So, we must allow time to pass, to settle our initial emotions, and look past the temptations of judging subjectively to remain objective. 
Players appreciate being corrected in private. They appreciate you more for taking the time to help fix something that is in a controlled, constructive, and empathetic way. We could inflict significant damage by victimizing a player publicly. Your relationship with that individual is unlikely to recover from such an experience, likely to seriously deter your other players, hindering your player-coach relationships with the entire team; and potentially become unrecoverable. You would also be creating a culture that is built on the foundations of ‘fear’ and ‘intimidation’. Players will be afraid to attempt things in training and during competitive fixtures. Their development becomes jeopardized, as the fear will consume them to the point where they will be too afraid to want to try new things, fear of not impressing the coach, and being spotlighted for letting the team down. We don’t want our players to be performing out of fear. We want to religiously endure the “three – ‘E’s” into our cultures, so that our players consistently experience – ‘Enthusiasm’, ‘Excitement’, and ‘Enjoyment’. Players perform best when we can encourage the “three – ‘E’s’”. We want our players to have the freedom to learn, make decisions, to problem-solve, and to grow.
There is only one exception to correcting publicly; if there is an opportunity for the team to benefit from learning from such an error. However, it remains imperative that we still allow ourselves and the player who performed the error ‘time’. We can effectively conduct this by addressing the player(s) who performed the error(s) in private first. It remains important to – first – correct the error constructively so that the player can learn and grow from the experience – individually. Second, we can then ask and check with that player, so that they would be not be sprung with the surprise of being spotlighted, if you could deliver the same message to the team using their example, with the aim to benefit the development of the– team. Your players will likely respond positively to this suggestion, if you address the situation privately with that player(s) first. They will acknowledge the respect you have for them by coming to them first to discuss the situation, especially if this example could benefit of the team. This is also likely to develop your player-coach relationship with that player. We’re also allowing the player ‘time’ to digest the information, to process it, and prepare themselves for the situation they are going to experience. From our experiences, when conducting such an approach, the individual players will often stand up and account themselves for their errors, take ownership of them, and openly highlight their intentions to develop in this area. We are being courteous.
We want to… ‘Praise in ‘Public’ – Correct in ‘Private’!’








34 SMACK IN THE FACE


One of the more difficult responsibilities as a coach is having those tough conversations with our players. For example, telling a player that they’re not selected in the squad this week, or that we will not be renewing their contracts. Unfortunately, such conversations are an unavoidable part of our roles. For example, we attempt to select the best possible team to [tactically] exploit the opposition’s weaknesses, in order to gain a positive outcome; to win.
During our earlier coaching experiences, we [naturally] shied away from confronting such tough conversations. Predominantly, our reasons were because he had befriended our players, and perhaps showed too much empathy towards the player(s) we were delivering “bad” news to. This resulted in “sugar-coating” such conversations, in an attempt to keep things “rosy” between us coaches and the player(s). By sugar-coating our tough conversations, our discussions can result in confusion, time consumption, and can hinder the player-coach relationship. For one example, during the same experience, how a coach attempted to sugar-coat bad news, led to him splurging out a waffle of information – most of which had no relevancy to the topic of the conversation:

Coach: “Hey Tom, look, you’re doing really well, I love everything that you are doing in training, you’re training the house-down! The effort you’re applying is superb. Your involvement in the team is great, I love what you’re doing. You missed a few tackles in the week, but that’s okay, that happens sometimes, but don’t worry about it because we’re loving what you’re bringing, so keep up what you are doing”

Tom: ….? ....

Clearly, from this example there is a great deal of information there for Tom to [attempt to] digest and make sense of. 

Q. Can you identify any ‘trigger’ [powerful, decisive] words that would stand out to Tom? and provide Tom with the key information that highlight the reasons why Tom wasn’t selected?

Naturally, Tom was going to walk away from this discussion still wondering why he wasn’t selected for the next fixture. Tom will recognize that he had “…missed a few tackles in the week”, however, the method [and tone] adopted, the key information is going to lose its potency, due to being sugar-coated by being overwhelmed with inaccurate praise. Tom will likely walk away and reflect that he’s “…doing really well”; he’s doing everything well in training, to keep applying the same levels of effort and involvement, and it was okay to miss those few tackles. Tom will end up being in the “grey zone”, ‘The Twilight Zone’, and all that we [coaches] have achieved is wasted time. Tom’s perception of the player-coach relationship is also likely to be jeopardized, for leaving the discussion whilst remaining in limbo and unsure about his exclusion. 
Rugby players want to know information that is to the point – what’s ‘black’ and ‘white’. As ‘action’ people, players want preciseness; information/messages that are clear and concise. When Tom walks away, Tom needs to know the specifics:

Coach: “Tom, you are not starting this weekend because you had the highest amounts of missed-tackles. Later this afternoon, we can review these performances together and aim to identify and improve in key areas”

In this example, when Tom walks away knowing that he missed too many tackles. There is no “greyness”, no ‘sugar-coated’ information, information is presented to the point. Naturally, not all tough conversations are going to be as the same as the example provided above. We can follow the delivery of such information by providing ‘hope’ for the player. For example:

Coach: “Tom, if you can get your tackle stats up, then we can look at you for selection again”

This approach is also direct and powerful – to the point – whilst providing ‘hope’, an opportunity, for the player to improve and gain his/her place back in the squad.

‘Smack in the Face!’ – be precise, black and white, with such information we’re delivering to our players, make no attempt to sugar-coat information when we are in this scenario. Be honest with your players, whilst providing feedback (hope) for the players to develop and improve their performances to squad/set-standards. This will also enhance your player-coach relationships, and you will gain greater respect from the players as they will acknowledge and appreciate your honesty and directness – even if not at first. That being said, there are going to be players who will find it difficult to take such news, no matter what format you deliver it in, but it is important to be consistent in how you deliver such news in your environments. ‘Honesty’ with your players – even in tough situations – will enhance personal growth as coaches. 




















#16 Activity – ‘4 Steps’ on How to Deliver ‘Bad News’ as A Coach:

1. ‘Understand Who You’re Talking To’

It is important to identify particular personality traits that the player you are delivering bad news to has. Some players like to have an ‘arm-around-the-shoulder’ type of coach (more often in younger age groups), who tend to be more sensitive with their confidence/self-efficacy. Whereas, others prefer a more direct approach (more often in senior playing levels).

2. ‘Avoid Sugar-Coating’

Attempting to say nice things around bad news won’t have any impact in making the player feel better. It is more likely to hinder the scenario and aspects surrounding your player-coach relationship. All cultures value honesty. Keep your use of terminology polite, non-aggressive, and your sentences short and to the point.

3. ‘Don’t Mislead with ‘Hope’ – be Precise with ‘Hope’’

‘Hope’ should be productive; information that is clear and concise in assisting the player(s) in their learning and development to progress to the acceptable performing standards set for the team.

4. ‘Be Confident’

Prepare the information you wish to deliver to the player beforehand. This will help you to objectively assess and evaluate what you will be saying, the way you are saying it, and the anticipating impact you would want to make. You can review and practice what you want to say to your assisting coaches. This will help develop confidence and accuracy.































35 ‘PUBLIC’ VS ‘PRIVATE’ SUCCESS


‘Success’, if we’re talking about our ‘L’s’ (Leaderships) and ‘C’s’ (Cultures) initially appears to be unmeasurable to us - to the naked eye as you will. So, how can we measure ‘success’? How do we know whether we are heading in the right direction?
We simply need to redefine our own definitions of the term ‘success’. 

Q. How can we do this?

We could simply do this by splitting ‘success’ into two parts: ‘Public’ vs. ‘Private’ success.
‘Public’ success looks like to us as winning games, titles, trophies/championships […etc.] - what appears to the public eye, our fans, for example. They see the results from hours of preparation; planning, training sessions, analysis, interactions/discussions, problem-solving and decision-making to prepare as effectively as possible for each competitive fixture. 
But as a coach, we want to direct more of our energy and focus on the L’s and the C’s. Therefore, we need a different form of measuring success. One that is part of our coach-player relationships. Our ‘Private’ success.
‘Private’ success is identifying if we are growing, or have ‘Grown Great People’. You may recall we touched upon this when we discussed about developing our personal ‘Coaching Philosophy’. ‘Growing Great People’ is a challenging variable to measure and to determine. It’s subjective. This is the epicenter of our philosophy - the engine that is the key to running the entire car. Our ‘private’ successes must not hinder our “engines” but add to it, strengthen it.
An example of the two variations is: Let’s say we have 15 injuries to our anticipated first-choice players, this [naturally] is likely to hinder our ‘public’ successes (on-field), but creates a greater opportunity to develop those ‘private’ successes (off-field).

A great example of this was when we once encountered a new, young, player – a very big man - from an amateur connection to our professional club. This particular player had all the physical attributes to be a top performer. He was incredibly shy individual, who naturally felt reserved to express himself. Ben, his wife and kids welcomed him into their home for dinner, and Ben observed how he interacted with his kids – he was great with them, and interacted with them with a natural ease. Ben identified this potential and we explored how we could best exploit this example as an opportunity for him to grow. Ben came to the conclusion by setting him an individual challenge. 
Ben proposed to this young man with the challenge of becoming a bigger presence – both on and off the field. Ben quotes: 

“Your challenge is you’re going to be the aureta for this team, and every time someone comes into our environment you are the one who is going to greet and thank them for their time.”

The player responded slightly anxiously – a natural feeling anticipated when we’re encouraged to perform a task that is out of our comfort zone, but he had agreed, acknowledging what we had discussed with him on how this could improve him as a person [first] and as well as a player. We had already identified that this particular player had already had the appearance and mental capacity – the potential - to have a big presence and impact in the team. The purpose for this challenge was to encourage this player to progressively overcome his shyness, to freely be able to express himself with confidence and attain a presence when interacting with others.
A couple of days later, an opportunity had presented itself to the player, when a visitor came into their environment. Ben asked the player if he could introduce “John” (a pseudonym) to the team. The player tentatively stood up and informed the room “Hi everyone, this is John”. Even though this was brief, it was a milestone in terms of progress for this player. What a fantastic start! The player overcame the first hurdle [often the most difficult] in addressing the players by welcoming “John” into our environment. 
Throughout the season there were continuous opportunities where this player stood-up in front of his fellow team mates and coaches, to introduce those who came into our environment. It was also important that this player had reflected, learnt and developed from each interaction to develop these skills further. After each interaction, we had informally reflected upon his experiences to facilitate growth.
By the end of the season, the president of the rugby club had invited the entire team around for a barbeque at his home. Without any prompting from the coaches or players, the player got up and he spoke for a couple of minutes telling us all about a fabulous story of how this occasion reminded him of being home in the Pacific Islands with his family, and how this “family” (this rugby team) had become his own. His use of terminology and tone were perfect; attention-gripping, firmly engaging everyone’s focus. It was at that instant that we acknowledged how much he grew. That was a ‘private’ success!
It is really important that we set out these ‘private’ successes and make a note of them to follow-up on. Parallel to this, it is important that these also align with your philosophies. Using the example above, with growing great people. ‘Privately’, this is what we’re trying to achieve. 
We can set-out these individual success stories weekly, monthly, seasonally, annually, and throughout stages of the players’ careers at the club. Through every interaction with our players, we are presented with opportunities to set these ‘private’ objectives, with the players development central to our thinking. When our players are then to leave the club and [hopefully] progress to greater opportunities he/she would have developed these skills for life. And that – from our perspectives - is what success looks like.
#17 Activity  
Q. What does your ‘Private Success’ look like?

























36 ELEVATOR TEST


Q. What is the ‘Elevator Test’?

The purpose for the ‘Elevator Test’ is to assess the level of understanding within your rugby environment. This can be a written and/or a verbal process – formally and informally applied – by asking simple open-questions to encourage detailed answers on aspects in your culture. We can then utilize this information to reflect upon the impact of: key initiatives, values, behaviours, [simple] structures, your themes, and coaching styles you have introduced and have been applying. We want to know that what we are teaching is being digested, understood, and effectively applied. 
The ‘Elevator Test’ is a model used for reflection. Picture yourself stepping into an elevator, you’re on the ground floor and your destination is to the top floor. You reach the first floor, and one of your players enters the elevator with you. You ask them a specific question you want to know, for example, “what are our three-values for our team?” – hopefully, they will answer correctly. That player then walks out on the second-floor, whilst another player walks in. You repeat the same question, and again [hopefully], you will get the correct answer. By repeating this process with all the players in your team, you will be able to provide a detailed outlook of your teams understanding and awareness of your [for example] three-values.
As coaches, the perfect outcome would be that all of your players individually responded correctly to the question with the same level of accuracy. This means that all engaging bodies within your culture are aligned, everyone has acknowledged they are a part of it, they have taken ownership of it. However, more often than not, you may receive some varied answers. This could be a reflection on a number of possibilities, for example: we might not have clearly stated what our values are; we might have not reinforced these values as much, if not at all; and we may need to be clearer and more concise, or adopt a more simplistic approach in defining our values […etc.]. 
We need to take every opportunity to reinforce our values, behaviours, our concepts, the key attributes that form the environment, the culture, we have envisaged. For example, if we have our attacking structures, we want to be reinforcing our key points at every given opportunity. If our philosophy in attack was to play with speed, we want to remind players of this during analysis sessions, and during training – for example, “That try was a great example of our philosophy, we showed great speed in attack”. Think of “reinforcement” as advertisements on television. We want to attempt to highlight key words and/or phrases, repeatedly, also subliminally, so that the players gain an element of autonomy for understanding. 
Another effective method for conducting the ‘Elevator Test’ is to ask someone from outside of your environment if they would conduct the same process. For example, this could be another coach who you are acquainted with from different sport. Inform this individual to ask a specific question to your players, individually, following the same approach, and gain feedback on their answers. This would help to avoid any potential bias when conducting this process, and could provide greater objective accuracy when reflecting.
If our answers are consistent – fantastic! We are on the right path to positively influencing growth in our environments. However, should this not be the case – at some point it won’t be [this is common for all coaches] – then go back to the drawing board: we need to revisit what methods we are using to implement such elements of our culture. 
We need to clarify, verify, simplify, and; Repeat! Repeat! Repeat!

















37 REFLECTION


We start off the final chapter of ‘reflection’ with a famous and impactful poem called ‘The Man in the Glass’, by Dale Wimbrow (1934). 
The Man in The Glass
“When you get what you want in the struggle for self, and the world makes you king for a day, just go to the mirror and look at yourself and see what the man has to say.

Although there are others in life’s pathway whose judgement upon you must pass, the fellow whose verdict counts the most in your life is the man staring back from the glass.

You may win all the models and “snow” all the rest and think you’re a wonderful guy; but the man in the glass says you’re only a fraud, if you can’t look at him straight in the eye.

He’s the one to please, after all’s said and done, for he’s with you clear up to the end. And you’ve passed a most dangerous, difficult test if the man in the glass is your friend.

You may fool the whole world down the pathways of years and get pats on the back as you pass; but your final reward will be heartaches and tears, if you’ve cheated the man in the glass.”

Dale Wimbrow, (1934)

















This poem perpetrates a very powerful message that is relatable to coaching. This poem can remind us that sometimes, as coaches and leaders, we need to look inwards, at ourselves, and tick-things-off with the personal development objectives we have set ourselves.


Q. How can we do this in coaching? - We must ‘reflect’. 

‘Reflection’ is not a self-destructing process – it’s not the ‘end of the world’. ‘Reflection’ is key to understanding: where we have been; where we are right now; and where we want to be going. It’s an exercise which provides opportunities for you to learn and grow, and to consistently adapt – matching the rate of change, to an ever-changing environment. However, ‘honesty’ is pivotal in its effectiveness. We must be completely honest with ourselves, while objective, when reflecting upon our performances.
For example, we could conduct ‘reflection’ in some of the following methods:
· Have a ‘reflective journal’. 
· Ask our assisting coaches, players, and parents for constructive feedback.
· Capture your coaching sessions, via video recording whilst being connected to a microphone, and look back on your sessions. 
· Use more advanced analytically ‘reflective’ coaching tools such as: 
· ‘Coach Competence Scale’(Myers et al., 2006)
· ‘The Arizona State University Observatory Instrument (ASUOI)’ (Bloom et al., 1999, Lacy & Darst, 1984)
· ‘The Coach Efficacy Scale’ (Feltz et al., 1999)
· ‘Coach Feedback Questionnaire’ (Black & Weiss, 1992)
· ‘Coach Behaviour Questionnaire’ (Kenow & Williams, 1993)
· ‘Leadership Scale for Sports’ (Challadurai & Saleh, 1980 & 1978)
· ‘The Coach-Athlete Relationship Questionnaire’ (Jowett & Ntoumanis, 2004)
· ‘Coach Behaviour Assessment System (CSAI)’ (Smith et al., 1977)
· ‘Coach Behaviour Recording Form (CBRF)’ (Langsdorf, 1979).

If we were not to ‘reflect’ – how else would we grow as coaches? We would stagnate. We would consistently be making the same errors, performing to the same standards, and become a ‘record-player’ that is stuck on repeat to the ears of those we are delivering to. We also want to be able to provide developmental information that is easily digested and applied practically. 

Q. What can hold us back from ‘reflection’?
· “It can be uncomfortable” – change always is, but the rewards are significantly beneficial.
· “I’m too busy”.
· “I’m afraid of hearing about the negatives”.
· “I’m afraid of rejection”.
· “I cannot be bothered”.
· Too much ego.
· Self-confidence issues?
· A hard time identifying our ‘rate of investment’ – Improvement takes time. We must entertain patience.

Look at the man/woman in the mirror looking back at you! ‘Be self-aware’, ‘self-critique’, and be ‘self-determined’. 
#18 Activity: We can ‘self-reflect’ following a simple ‘3-step’ process and types of questioning:

‘Step 1’: ‘Be Self-Aware’
· What did you do in today’s session? Without judgement (e.g., how did I communicate? Did I engage with all of the players? Where was I positioning myself? …etc.) - You’re being objective, we’re picking up on our particular traits about what we did (e.g., “I yelled at the players today”). It is important not to spend too long and/or be harsh on yourself.

‘Step 2: ‘Self-Critique’
· What does what I did meant? Was what I was doing beneficial? – What was the outcome of your actions? Did it work? – if so, how? If it didn’t work? – what alternative methods could I use next time?

…


















‘Step 3: ‘Be Self-Determined’
· We then choose a course of action – we’re action people, we cannot afford to dwindle/ procrastinate/spend a very long time on a particular trait for too long. 

Questioning Types (Barnett, 1995)
1. ‘Clarifying’ Questions
Recall events and describe how they made you feel; describe your actions and thoughts.

2. ‘Consequence’ Questions
Determine what caused and the effects of your actions and/or beliefs.

3. ‘Linking’ Questions
Link the connections between your context (e.g., ‘what you had said’ etc.) with the situation, your personal beliefs, behaviours and values, and your goals.
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THE COLOR Ol»; YOUR THOUGHTS

«your mind will take the shape of what you frequently hold in
thought, for the human spirit is colored by such impressions.”
—MaARcUS AURELIUS, MEDITATIONS, 5.16

fyou bend your body into a sitting position every day for a long enough

period of time, the curvature of your spine changes. A doctor can tell
from a radiograph (or an autopsy) whether someone sat at a desk for a
living. If you shove your feet into tiny, narrow dress shoes each day,
vour feet begin to take on that form as well.

The same is true for our mind. If you hold a perpetually negative
outlook, soon enough everything you encounter will seem negative.
Close it off and yow’ll become closed-minded. Color it with the wrong
thoughts and your life will be dyed the same.




