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Index of Tools
# Tool Type

1 Notice what you are transmitting Practice

2 Create a beliefs inventory Reflection

3 Being yourself Reflection

4 You and not knowing Reflection

5 Making mistakes Reflection

6 The ebb and flow of your confidence Reflection

7 The impact of your confidence on the team Reflection

8 Your confidence saboteurs Reflection

9 Keep your distance Practice

10 Change the frame Practice

11 From fearing to caring Practice

12 Mindfulness Practice

13 Get clear on good enough Practice

14 Constructive pessimism Practice

15 Are you accidentally creating learned helplessness? Reflection

16 What monkeys have you taken recently? Reflection

17 Reframing your monkey grabbers Reflection

18 A few questions to open up thinking Resource

19 How intently are you listening? Reflection

20 Ways to sharpen up your listening Resource

21 Some ideas to build your comfort with silence Resource

22 Signs of an inner game issue Resource

23 Raising awareness of an inner game issue Resource

24 Shine a spotlight on strengths Practice

25 Questions to draw out a balanced self-evaluation Resource
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# Tool Type

26 How safe do my team members feel? Reflection

27 Belonging in this team Reflection

28 A look at the airtime in your team Reflection

29 Conversational rounds Practice

30 Co-creating your team purpose Team activity

31 Run a pre-mortem Team activity

32 Language for realistic and constructive conversations Resource

33 Is there an opportunity for you to step back? Reflection

34 Working agreements Team activity

35 Team target board Team activity

36 Contracting conversations Team activity

37 What are you modelling around conflict? Reflection

38 The rules of dialogue Resource

39 Super strengths Team activity

40 Meeting check-in Team activity

41 Appreciative check-out Team activity

42 What it means to me to be part of this team Team activity

43 Meaningful object Team activity

44 Manual of me Team activity

45 How are we doing? Team activity

46 Your response to a performance setback Reflection

47 Stepping into the drama triangle Reflection

48 Looking ahead to a challenging time Team activity

49 Looking back on a challenging time Team activity

50 Sensemaking Team activity
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Contagious Confidence Tool #1
PRACTICE: Notice what you are transmitting

This simple activity is something you can try when you meet with your team. (Note: it's

particularly useful to do when you are under a high degree of pressure.)

Beforehand

Pause and scan: Take two minutes to notice your state. What am I feeling right

now?
•

Imagine the contagion: Consider how that feeling might show up in your team. Is

it something that I want to spread?
•

Be intentional: Decide what you'd like to transmit today and take a moment to

spark that emotion for yourself before you step into the meeting. (For example, if

you want to transmit a sense of calmness, you might close your eyes and take a few

deep breaths.)

•

Afterwards

Take a moment to reflect.

What did I notice in the team's energy?•
Did I see signs that my state was mirrored?•
What might I adjust next time?•
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Contagious Confidence Tool #2
REFLECTION: Create a beliefs inventory

The aim is to develop a list of some of the beliefs that underpin your leadership: beliefs

about yourself, about other people, about your team and about leadership.

It can be hard to identify our beliefs, so I've made an inventory of common beliefs I find

in my clients. Tick those that resonate with you and then add your own.

Try to resist any temptation to tick or note down what you see as the 'right' beliefs to

hold. This activity is about identifying what is true for you.

Example beliefs about yourself

I need to be the smartest person in the room.•
I can learn and adapt, even when things feel unfamiliar.•
As long as I've tried my best, that is enough.•

Example beliefs about other people

Most people want to do a good job if they're given the chance.•
People won't deliver to high standards unless I check their work.•
When people disagree, it usually comes from wanting the best outcome.•

Example beliefs about your team

My team only performs if I push them hard.•
This team has more creativity than we're currently using.•
Conflict in the team is a sign that something is broken.•

Continued overleaf…
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Example beliefs about leadership

A leader should always have the answers.•
My role is to create the conditions for others to succeed.•
My role is to protect the team from undue pressure.•

Still finding it tricky to identify beliefs? Set the activity aside for now and try looking at

these clues over the next few days:

Self-talk: Tune in to your thinking and make a note of thoughts that begin with I

should, I must, I can't. These phrases often point to beliefs. For example, I must not let

anyone down.

Hot buttons: Notice work situations that trigger strong emotions (e.g. frustration or

defensiveness). Ask yourself what belief might be sitting beneath your reaction. For

instance, if your stomach knots when you realize a mistake has been made, the

underlying belief might be only perfect is good enough.
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Contagious Confidence Tool #3
REFLECTION: Being yourself

If a good friend from outside work were to come and observe you with your team, what

aspects of 'work you' would they recognise, and what would they be surprised by? Make

a note of what comes to mind.

Read through the notes that you have made and reflect on:

Is there something here about the way that you adapt to your context as an

'authentic chameleon'?
•

Are there any ways in which you'd like to bring more of your authentic self to your

leadership?
•

What courage would this require? What support might you need?•
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Contagious Confidence Tool #4
REFLECTION: You and not knowing

When is it easy for you to say 'I don't know' at work?•
When is it difficult?•
How do you feel when you say 'I don't know' at work? (Excited, anxious, doubtful,

stimulated…)
•

What associations do you make between 'leadership' and 'certainty'?•
If you take a quick look back at your beliefs inventory (Contagious Confidence Tool

#2), is there anything that relates to having answers, knowledge, expertise?
•
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Contagious Confidence Tool #5
REFLECTION: Making mistakes

Step 1

Think of a time when you made a mistake.

How did you feel in that moment when you realized that you'd made a mistake?•
How does it feel to think about it now?•

Step 2

Now take a look at the statements below and tick any that resonate with you.

When I make a mistake…

I laugh at myself.•
I get curious about what I can learn from it.•
I find it easy to put my hand up and admit to it.•
I dislike having to acknowledge it in front of others.•
I feel ashamed of myself.•
I try to forget it as quickly as I can.•
I tend to dwell on it.•
I feel physically uncomfortable (e.g. a nauseous feeling).•
I worry about what other people will think of me.•

Step 3

Finally, make a few notes about what signals you might be sending to your team in

relation to mistakes, risks and being wrong.
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Contagious Confidence Tool #6
REFLECTION: The ebb and flow of your confidence

In what situations do you feel at your most confident?

Note down the situations that come to mind and then see if you can identify any

themes about what bolsters your confidence.
•

In what situations are you aware of a lack of confidence?

Again, note down the situations and then look for themes, this time about what

diminishes your confidence.
•
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Contagious Confidence Tool #7
REFLECTION: The impact of your confidence on the team

What do your team see when you are at your most confident?•
What do you notice about the impact that your confidence has on the team?•
What clues might your team pick up when your confidence dips?•
What do you notice about the impact that a dip in your own confidence has on the

team?
•
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Contagious Confidence Tool #8
REFLECTION: Your confidence saboteurs

Read through my brief summary of common confidence saboteurs. For those that you

recognize in yourself, make a note of how it shows up for you.

Inner critic
The voice of doubt in our heads telling us that what we just said makes no sense, or that

we're not good enough to apply for that promotion.

Comparisonitis
The confidence-sapping habit of making comparisons to others in which we come off as

second best.

FOPO (Fear Of People's Opinions)
A fear of being judged that leads us to step back from opportunities, avoid disagreement,

shun the spotlight.

Overthinking
When our thoughts get stuck in a loop, worrying about the past or imagining all of the

ways that a future event will go badly.

Perfectionism
An unreasonable expectation of ourselves that sets up a gap between what we deliver

(however brilliant) and the impossible bar of perfection.

Fear of failure
Seeking to avoid the uncomfortable feeling of failure by not stretching ourselves –

meaning that we don't find out what we're truly capable of.
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Contagious Confidence Tool #9
PRACTICE: Keep your distance

It's when we absorb what our inner critic tells us that our confidence is undermined, so

gaining some distance from what our inner critic has to say lessens their power.

One simple way to do this is to name your inner critic. Doing so underlines the

separation between your inner critic and who you are. Old Nigel is off again, telling me

that I'm not up to the job.
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Contagious Confidence Tool #10
PRACTICE: Change the frame

Reframe the comparison so that it becomes an inspiring opportunity to learn rather

than a dispiriting and confidence-sapping deficit. For example:

'We don't seem to be as aligned as the technology team'

becomes

'I admire the strength of alignment in the technology team. Would someone be willing to

have a chat to see what we can learn from them?'
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Contagious Confidence Tool #11
PRACTICE: From fearing to caring

One antidote to FOPO (Fear Of People's Opinions) is CAPO (Care About People's

Opinions) – we can care what other people think without fearing their judgement.

This practice is about a recalibration of our relationship to the opinions of others. It's

about a shift away from external validation and towards internal validation.

I'll sketch out the difference with a couple of examples; notice if either of the examples

resonate with you.

FOPO CAPO
Pretending to agree with others even

though I think differently.

Speaking up when I have a different point

of view, showing respect for all points of

view, including my own.

Saying 'yes' out of fear that saying 'no'

will lead others to think badly of me.

Fully understanding the request. Saying

'yes' (or 'no') on the basis of a calm

assessment of my capacity, capability and

motivation.
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Contagious Confidence Tool #12
PRACTICE: Mindfulness

The most reliable antidote to overthinking that I've come across is to notice that it's

happening and to then gently bring your attention back to the here and now. This Five

Senses activity can be effective.

Notice FIVE things that you can SEE… perhaps things that aren't always there, like

a tree that's newly in blossom.
•

Notice FOUR things that you can FEEL… they could include the texture of your shirt

or the smooth surface of the table.
•

Notice THREE things you can HEAR… tune into background noises such as the

chirp of a bird or the hum of the refrigerator.
•

Notice TWO things you can SMELL… perhaps there's a smell of food cooking or

there are fresh flowers in the room.
•

Notice ONE thing you can TASTE… You could take a sip of a drink or just notice the

current taste in your mouth.
•

Source: positivepsychology.com
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Contagious Confidence Tool #13
PRACTICE: Get clear on good enough

This tool is about targeting good enough rather than perfect.

Think about a specific piece of work that's coming up.•
What's the goal for this piece of work? What does it need to do? (Note the emphasis

here.)
•

Write down a set of bullet points to articulate what good enough delivery looks like

for this piece of work, ensuring that everything that you write down is absolutely

needed to achieve the stated goal. Note: If you're struggling to do this, start by

writing down the perfect version of the list and then give yourself permission to edit

it.

•

Read through your good enough spec and notice how it feels. Ask yourself, can I get

comfortable with aiming for good enough on this particular deliverable?
•
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Contagious Confidence Tool #14
PRACTICE: Constructive pessimism

This tool has three steps designed to subdue the fear about an upcoming event going

wrong.

Step 1

Let your imagination (and your inner critic) run riot – what's the worst that could

happen? Run the disaster movie in your head.

Step 2

Ask yourself, do you know that this worst-case scenario will happen? (Hint: none of us

can predict the future.)

Step 3

Ask yourself, if that disaster movie did happen, could you survive it? The question is not

about whether it's desirable, or whether you'd prefer to avoid it, but could you survive

it? I'm pretty sure that the answer is yes.
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Contagious Confidence Tool #15
REFLECTION: Are you accidentally creating learned
helplessness?

Do you sometimes (with the best intentions):

Suggest how a team member should approach a new objective?•
Hear yourself say 'If I were you, I would…'?•
Share stories of your own experience without being asked: 'When I was in a role

like yours…'?
•

Get stuck into solution mode at the first sniff of a problem?•
Cut in when a team member is speaking?•
Decide to do a task yourself rather than delegating (just this once…)?•
Amend or correct the work of a team member, instead of providing feedback and

guidance?
•
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Contagious Confidence Tool #16
REFLECTION: What monkeys have you taken recently?

Think back over the past couple of weeks. Have there been times when you've taken the

monkey (one that rightfully belonged to a team member)?

What led you to do so?
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Contagious Confidence Tool #17
REFLECTION: Reframing your monkey grabbers

Start with the monkey grabber that is most familiar to you, go to that section of the table

below and read the 'positive intention'. Does what's written here articulate the positive

intention that sits behind this monkey grabber for you? If not, note down a phrase that

fits you better.

Now take a look at the assumption that you're currently making and note that down.

Again, the words in the table may be a good fit, or there may be something else that

you're aware of. You might find it helpful to look back at the beliefs inventory that you

created in Chapter 1 (Contagious Confidence Tool #2).

Finally, consider the new assumption that I've offered – try it on for size. How does it

feel? Might this new assumption help you to keep this monkey grabber in check?

You could repeat the activity for another monkey grabber if there's more than one that

resonates with you.

Pace

Positive intention: I want to deliver speedy results.•
Current assumption: It's quicker to do it myself.•
New assumption: If I coach today, I'll free up my time in the future.•

Standards

Positive intention: I want (me and my team) to deliver high-quality work.•
Current assumption: The best way to guarantee high standards is to do it myself.•
New assumption: Clear expectations plus coaching will drive high standards in

the team.
•

Continued overleaf…
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Problem focus

Positive intention: I want to put my skills to good use.•
Current assumption: My team members can't solve the problems themselves.•
New assumption: Practice is the only way for the team to strengthen their

problem-solving skills.
•

Accountability

Positive intention: I want to fulfil the responsibilities of my leadership role.•
Current assumption: It's my job to fix things.•
New assumption: It's my job to develop my team's capacity to fix things.•

Helpfulness

Positive intention: I want to support my team.•
Current assumption: By taking the monkey I am being helpful to my team

member.
•

New assumption: The best help I can offer is to support them to find their own

answer and build their skill.
•
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Contagious Confidence Tool #18
RESOURCE: A few questions to open up thinking

Tell me a bit more about this problem?•
Remind me what you're trying to achieve?•
How far have you got in your thinking – can you bring me up to speed?•
What would successful resolution look like?•
Who else is impacted and how do they feel about problem xyz?•
I can see that it's not an easy one… what are you finding particularly tricky about

this?
•

What are the constraints you're working with?•
What options have you considered so far?•
What have you already tried… how did that work?•
What more do you think you need to find out before you can solve it?•
Have you come across anything similar in the past?•
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Contagious Confidence Tool #19
REFLECTION: How intently are you listening?

Choose a 10–15 minute piece of audio to listen to. It could be a podcast or a talk radio

programme.

Have your notebook and a pen to hand as you listen and create a tally of distractions.

You don't need to write down what the distraction was, just add a mark to the tally each

time you notice that your mind has wandered from the audio.

At the end of the time, take a look at how many marks are on your tally. Does it seem

like quite a lot or only a few?

How similar or different is your day-to-day experience of listening? If you were to keep

this kind of tally when talking to your team members, how many times would you be

marking a distraction?
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Contagious Confidence Tool #20
RESOURCE: Ways to sharpen up your listening

Use response tokens

Response tokens are small acknowledgements: 'yeah', 'I see' that convey to the other

person that you're listening and help you to stay focused.

Offer a replay

Briefly playing back what the other person has said keeps your mind engaged and

prevents drift. And it provides a thinking mirror for the other person.

Pause and breathe

Slow breathing calms our nervous system and improves focus. You can use it to reset

your attention if you notice that it has wandered. A 'box breath' – inhale for four counts,

hold for four, exhale for four, hold for four – can reset your attention in seconds.

Clear the deck

Reduce distractions by silencing notifications and turning toward your team member.

Studies show that divided attention can cut your ability to recollect what's been said by

50%, as well as eroding trust.

Use your senses

When your attention starts to drift, tune into a sensory detail – the sound of the

speaker's voice, the weight of your feet on the floor. Using our senses in this way

reduces mind wandering and improves performance on the task at hand – in this case,

listening.
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Contagious Confidence Tool #21
RESOURCE: Some ideas to build your comfort with
silence

Name it

'If during our conversation I pause or go quiet I'm probably thinking and need a

moment to reorder my thoughts and if you are silent, I'll assume the same…' Saying

something like this can make it easier to allow a few moments of silence during the flow

of the conversation.

Reframe it

Instead of seeing a pause in conversation as a moment of emptiness, choose to see it as a

moment of fullness. The silence is full of the kind of thinking and reflection that creates

possibility.

Tune in to when it's needed

Look out for signs that the person is still thinking – for example, they are looking away

from you (showing that their attention is internal rather than with you) or they are

frowning in concentration. Noticing these signs can make it easier to allow them the

silent space to think.

Settle yourself

A deep breath tells your nervous system that everything is OK. You might also notice

and purposefully calm an urge to fidget.
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Contagious Confidence Tool #22
RESOURCE: Signs of an inner game issue

If you spot one or more of these signs, there may be an inner game to address.

Lots of repetition: They keep coming back to the same point; they seem stuck.•
Strong emotion: Their emotional response seems to be disproportionate to the

issue they are describing.
•

Judgement: Their description of the issue includes criticism and blame (either

directed at themselves or at others).
•

Incongruence: Their body language and/or tone of voice doesn't seem to match

their words.
•

Lack of perspective: There's exaggeration in their description (always, the worst,

horrendous, never).
•

Binary thinking: The issue is presented in a polarised way that seems to be

missing nuance.
•
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Contagious Confidence Tool #23
RESOURCE: Raising awareness of an inner game issue

Ask them what they are noticing in themselves:

'What feelings come up for you when you think about writing the strategy?'
•

Share what you notice:

'I notice that when you mentioned the need to get the strategy written, you closed

your eyes for a couple of seconds. Were you aware of that?'

•

Reflect back strong or stark language:

'You said that it has to be brilliant… can you tell me a bit more about what you're

aiming for?'

•

Reflect back feelings:

'You seem to be feeling some anxiety about the strategy… am I picking that up

correctly?'

•

Enquire about what's below the surface:

'I'm wondering if perhaps it's important to you to be seen as good at everything you

do, including writing a strategy for the very first time. Do you think there's

anything in that?'

•

An important note of caution: even if you know someone well, you never know someone

else's inner game. It's important to play back observations cleanly. If you have a hunch

about what might be going on beneath the surface, you could share that tentatively – as

a suggestion that you are holding lightly.
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Contagious Confidence Tool #24
PRACTICE: Shine a spotlight on strengths

Step 1

Share these instructions with your team member – this step is for them to do on their

own.

Grab a piece of paper and write the sentence starter 'When I am at my best, I…' at

the top.
•

Set a timer for five minutes.•
In those five minutes, write down as many versions as you can come up with for

what comes after that sentence starter.
•

What you're asking them to do here is to write a series of sentences about their

strengths in action. This is more powerful than simply capturing a list of words.

For example

When I'm at my best, I can communicate a complex issue with clarity.

When I'm at my best, I can make meaningful connections with people and quickly

build trust.

Important: If the team member hasn't been able to come up with very much (perhaps

less than five ways to complete the sentence) suggest that they stick with Step 1 for a

little longer before you move to Step 2. Tone is important here – not 'your homework is

poor; you need to do better' but 'I imagine this might be tricky for you. Could you come

up with two or three more sentences before we take a look together?'

Continued overleaf…
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Step 2

Get together with your team member to talk about the activity. Your role here is to get

really curious. Some of the questions you might ask include:

What was it like for you to do that exercise?•
As you look at the sentences now, how do you feel about what you've written?•
How does it feel when you're able to use these strengths in your day-to-day role?•
Are we making good use of your strengths?•

With my coaching clients, I sometimes notice that the process of taking ownership of

their strengths is uncomfortable, as they battle with programming from their childhood

such as no one likes a show-off or real talent is quiet – if you're good, you don't need to

blow your own trumpet. You might notice a similar discomfort in your team member. If

so, you could try gently challenging the programming by offering a different way to look

at strengths:

You are better able to access and use your strengths if you are clear about what they

are.
•

You can be brilliant at something and still have room to improve.•
Acknowledging how good you are at one thing is not the same as claiming to be

good at everything.
•

Acknowledging a strength is a statement of truth, not boasting.•
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Contagious Confidence Tool #25
RESOURCE: Questions to draw out a balanced
self-evaluation

In what ways did this present a challenge to you?•
How did you rise to the challenge(s)?•
What were you pleased about?•
What was surprising to you?•
What was different about your experience in comparison to last time?•
Where do you notice yourself making progress?•
Where do you notice things that you still want to work at?•
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Contagious Confidence Tool #26
REFLECTION: How safe do my team members feel?

Take a look at the statements and note down a score between 1 and 5 for each one. A

score of 1 means that you don't think it's true for your team. A score of 5 means that you

think that all of your team members would fully agree with the statement.

If a team member makes a mistake, it is not held against them.•
Members of this team are able to bring up problems and tough issues and feel that

they are listened to.
•

People on this team don't reject others for being different.•
It is safe to take a risk on this team.•
It is easy for team members to ask each other for help.•
No one on this team would deliberately act in a way that undermines the efforts of

another team member.
•

The unique skills and talents of everyone on this team are valued and utilized.•
Now take a few moments to note down the thoughts that came to mind as you worked

through the statements. What are you noticing about what's present (or absent) for the

team?



Contagious Confidence Tool #27 of 50

Resource for audiobook listeners of Contagious Confidence by Julie Smith

Contagious Confidence Tool #27
REFLECTION: Belonging in this team

Step 1

Consider the questions below and make a note of the first thoughts that come to mind

(to interrupt the potential urge to say what you would like to be the answers as opposed

to what are the answers).

Which of your team members do you connect most easily with?•
Are there any team members with whom you feel a sense of discomfort (however

small)?
•

Which team members are most similar to you in terms of the following:•
Demographics (for example, gender and gender identity, ethnicity, sexual

orientation, age, physical and mental ability, religion, nationality)
–

Life experiences (for example, socioeconomic status, education, geographic

location, primary language, family status)
–

Career experiences (for example, specialism, position in the hierarchy, length of

service in this organization, previous organizations and sectors worked in)
–

Which team members might experience being 'the only one' in your team?•
For those individuals who experience being 'the only one', what do you know about

what that is like for them?
•

Continued overleaf…
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Step 2

Read through your answers to the above questions. Are there any gaps in your

understanding of individual team members? Is there anything that feels uncomfortable

for you to acknowledge?

Step 3

'Unless you're consciously including people, you're almost certainly unconsciously

excluding people.'

Coming back to Catherine Garrod's mantra, is there anything emerging for you as an

action that you will take to more consciously include people in your team?
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Contagious Confidence Tool #28
REFLECTION: A look at the airtime in your team

Who are the most vocal members of the team? Who tends to be quieter?

If you're unsure, you could try making a simple airtime tracker. List the names of

everyone in the meeting, and then as people speak, mark a quick tally next to their

name. You don't need to count words – just note each turn taken. After a few team

meetings, take a look at your tally charts and see if there's a pattern.
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Contagious Confidence Tool #29
PRACTICE: Conversational rounds

A round is a technique to ensure that the team hears from everyone on a particular

topic. The simple rule for a round is that no one speaks twice until everyone has spoken

once.

A round can be used:

At the opening of a meeting to ensure that relevant issues are put on the table.

What's important for us to address today?
•

Mid-discussion to surface different perspectives. If we press pause on the

conversation for a moment, where are you at in your thinking on this topic?
•

At the end of a meeting to check for alignment and identify remaining concerns.

We've just agreed xyz, how do you feel about where we've ended up?
•

Note: If you establish the use of rounds as a team habit, a round can be initiated by any

team member. This matters because it should be a shared responsibility to support

everyone to be heard – it's not solely down to you.
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Contagious Confidence Tool #30
TEAM ACTIVITY: Co-creating your team purpose

Start with stakeholders

Identify your stakeholder groups.•
Create a header for each stakeholder group and stick the headers up on the wall.•
Split into pairs, with each pair adding content below one of the headers – capturing

what that stakeholder group wants/needs from the team.
•

Once there is content below all of the stakeholder headers, facilitate a conversation:

What do you notice about what we've captured? What themes stand out? (Note:

There's no need to spend too long here – it's really about getting the team focused

on impact.)

•

Draft and re-draft

Start by asking everyone to draft their own individual version of a purpose statement

for the team using the structure below:

We… [insert statement about the team's approach here] in order to … [insert

statement about the team's impact here].

For example, we inspire the marketing function to take bold risks in order to step-change

brand awareness.

Next, pair people up and ask each pair to compare their initial drafts and then create a

new version together. The idea is not that they select which of the two drafts they prefer,

but that they bring their thinking together to create an even better draft. Then, put two

pairs together and repeat the process – compare notes and create a new and improved

version. Then bring two groups of four together – you get the idea. Of course, you'll need

to adapt the process if your team has more or less than eight people.

Continued overleaf…
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Test

Once you've got a single draft, test it out with some conversation and tweak it until

you've got a statement of purpose that the whole team is happy to sign up to. Useful

testing questions include:

Does it excite us?•
Could we use it to guide our decisions?•
Does it capture our unique purpose and distinguish us from other teams?•
Does every member of the team contribute to realizing our purpose?•
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Contagious Confidence Tool #31
TEAM ACTIVITY: Run a pre-mortem

1: Set the scene

Introduce the concept of a pre-mortem and explain that it's designed to strengthen the

plan.

Invite the team to step into the future. 'We are six months in the future. The project has

failed. What went wrong?'

2: Individual reflection

Give out a big stack of sticky notes and ask everyone to spend a few minutes writing

down all the reasons for the plan's failure. One reason per sticky note. Allow enough

time for people to get beyond their initial responses to some deeper thinking.

3: Share and theme

Invite someone to voice what's on their first sticky note and then stick it up on the wall.

Ask if anyone else has captured a similar reason and group those sticky notes together.

Repeat the process until all of the sticky notes are up on the wall in groups. Add a

headline description for each of the themes.

4: Reflect together

Ask the team what they notice. Here your aim is to facilitate a conversation about the

key messages that are emerging.

5: Plan your approach

Ask, 'Which of these risks feels most important?' For the biggest themes, identify a next

step. What needs to be done? What needs to be investigated further?
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Contagious Confidence Tool #32
RESOURCE: Language for realistic and constructive
conversations

Invite balanced reflection

What's working well?•
Where are we struggling most?•
What are we not talking about (that we need to be)?•
Are there warning signs that we're glossing over?•

Invite de-escalation

If we were starting fresh today, would we still choose this path?•
What conditions would make us decide to stop or change direction?•
How would we advise another team in this situation?•
Does this project still earn its place on our priority list?•

Invite difficult feedback

What's making you most nervous?•
What would a healthy challenge to our current plan sound like?•

Embrace the messenger

Thank you. I'm grateful that you feel able to say that.•
It's so important that we hear your feedback.•
While that's disappointing data, it's essential that we're all aware.•
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Contagious Confidence Tool #33
REFLECTION: Is there an opportunity for you to step
back?

Think back over the past two to three months. How many of these statements would be

true for you?

I had to make the call because members of the team weren't able to agree a way

forward.
•

When I stepped back into the business after a few days out, there was a queue of

team members with urgent queries for me.
•

I have found myself stepping into the role of diplomat to smooth tensions between

members of the team.
•

I've acted as a communication relay person: 'I'll mention that to Y in our next

one-to-one.'
•

A team member asked me to back their proposal as a way to 'force' agreement from

their peers.
•

I had to push two team members to talk to each other rather than bringing their

minor moans to me.
•

If there were some statements that rang true, were the examples that came to mind

one-offs or is there a pattern emerging?
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Contagious Confidence Tool #34
TEAM ACTIVITY: Working agreements

Step 1

Split the team into two groups, each with the task to create a list of six (or fewer)

behaviours that will enable the team to be as effective as possible. (You might want to

brainstorm first and then edit down to the key six.)

Note: This can be tricky territory for a team – suggestions can be heard as implied

criticisms and can provoke defensiveness. It's worth acknowledging this by saying

something like: 'The intent is to set out how we'll collaborate going forward. It's likely to

be influenced by our experience so far, but this is about looking forward and being clear

about how we'd like to work rather than looking back and being critical.'

Step 2

After some working time (perhaps 20–25 minutes) bring the whole team back together

and ask each group to share their list. Then take time to consider and hone the draft

lists. You're aiming for a final list of specific behavioural statements that the whole team

is happy to sign up to.

Note: Conversation can help to strengthen the statements. For example, if a suggested

behaviour is 'we will treat each other with respect', try asking 'what would that mean

doing or not doing?' and see if you can agree a more specific behaviour.



Contagious Confidence Tool #35 of 50

Resource for audiobook listeners of Contagious Confidence by Julie Smith

Contagious Confidence Tool #35
TEAM ACTIVITY: Team target board

Give everyone (yourself included) a stack of sticky notes. The first step is for everyone to

capture the key things that they are working on over the next 3–12 months (depending

on the cadence of objective setting in your organization).

Each sticky note should contain one of your objectives plus your initials and the initials

of anyone with whom the objective is shared.

Now draw three big concentric circles (you could stick a couple of pages of flipchart

paper on the wall and use that whole space).

Ask each team member in turn to add their sticky notes to the team target board,

sticking each one in the appropriate circle:

Inner circle: objectives that are shared by the entire team.•
Middle circle: those shared by multiple (but not all) team members.•
Outer circle: those that are purely individual responsibilities.•

A note on the inner circle: you are likely to have just a small number of sticky notes

here. They don't necessarily have specific tasks for every team member, but they will

need the collective brainpower of the whole team and will be worked on in full team

meetings.

Continued overleaf…
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Invite the team to step back and take a look at the team target board that you've created.

Some useful questions at this point include:

Have we got all of the sticky notes in the right circles?•
Are there any initials missing from the sticky notes?•
How closely does our meeting/communication rhythm reflect this map of the work

we're delivering together?
•
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Contagious Confidence Tool #36
TEAM ACTIVITY: Contracting conversations

Step 1

Each of the team members with a role to play on the objective (their initials are on the

sticky notes) make some notes on how they would complete the sentences below. Here

the sentences assume a conversation between two team members, but they can easily be

adapted for three or more:

What I see as my role in the objective is…•
What I see as your role in the objective is…•
I need to keep you informed about…•
You need to keep me informed about…•
I have the final say on…•
You have the final say on…•

Step 2

Each team member shares what they have noted down, prompting a conversation on

similarities and (importantly) differences in perspective. The aim is to surface and

resolve differing assumptions and expectations.
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Contagious Confidence Tool #37
REFLECTION: What are you modelling around conflict?

Step 1

Think back over the past few months and make a note of occasions when you've found

yourself in some form of conflict with a peer (or peers).

Step 2

List the ways in which you have modelled healthy conflict for your team. Examples

might include:

Acknowledging the disagreement and taking the initiative to resolve it.•
Taking care with language and making a clear distinction between the issue ('I am

convinced he is wrong about this') and the person ('I respect his experience').
•

Investing time to fully understand your peer's perspective.•

Step 3

List the ways in which you have modelled unhealthy conflict for your team. Try to be

fully honest with yourself. Examples might include:

Raising your voice and getting caught up in a heated argument.•
Complaining about your peer ('they are just unreasonable/must be

stupid/impossible to work with…').
•

Avoiding your peer.•
Trying to get your boss to settle the conflict for you.•

Step 4

Is there anything that you want to note down for yourself in relation to modelling

healthy conflict for your team? Any intentions to take forward?
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Contagious Confidence Tool #38
RESOURCE: The rules of dialogue

Speak with own voice

We offer our own perspective rather than trying to say what's acceptable or what others

want to hear.

My read of the data is…

My experience of that meeting was…

Suspend certainty

We set our opinion aside for long enough to fully explore other points of view.

Obviously I'm coming at this from my functional perspective. I'm keen to hear other

views.

Listen wholeheartedly

We seek to fully understand what is being said, regardless of whether or not we agree.

Could you say a bit more about…

What I'm hearing is… Have I understood you correctly?

Share the airtime

We take up appropriate space in the conversation; neither dominating nor shrinking

back.

I'd love to hear what everyone else thinks?

Jo, would you share the observations you made in our one-to-one?
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Contagious Confidence Tool #39
TEAM ACTIVITY: Super strengths

Step 1

Explain the idea of 'super strengths' to the team. You might share the Team GB story

and/or say something like: 'We all bring many strengths to this team. Our super

strengths are the standout skills or attributes that we each bring. The combination of all

of our super strengths is what will enable us to achieve [statement of your 'gold medal

goal'].'

Bring the idea to life by sharing one of your own super strengths, ensuring that you

express it as a complete sentence rather than just a headline word or two. For example, I

articulate complex issues in a clear and simple way that the whole team understands.

Step 2

Give everyone a piece of flipchart paper and ask them to write their own name at the top

and then the words: 'My super strengths'.

Next, hand out a pile of large sticky notes to everyone and explain that instead of

writing down our own super strengths we're going to give appreciative feedback to each

other.

Allow some working time for everyone to capture the super strengths that they see in

their colleagues. (One super strength per sticky note.)

Note: If you have a large team (eight+), you might consider splitting into two groups for

this activity with team members writing super strength sticky notes only for the

colleagues within their group rather than for the whole team.

Step 3

Get everyone to add the sticky notes they have written to their colleagues' flipchart

sheets and then allow a few minutes for everyone to read the appreciative feedback that

they have received.

To close the activity, hear from everyone in turn, asking them to complete the sentence

'One of the super strengths that I'm really proud of is…'
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Contagious Confidence Tool #40
TEAM ACTIVITY: Meeting check-in

Why
Helps everyone to tune in

and be present, encourages

participation by getting

everyone to speak early on.

What
An introductory round in

which you hear from

everyone.

When
A check-in can be used at

the beginning of any team

meeting, from the very

first time that a new team

comes together.

How

Offer a prompt and then hear from each team member in turn. Some examples:

The highlight of my week so far has been…•
One thing I'm grateful for this week is…•
A moment of joy from the last seven days was…•
A work challenge I'm wrestling with right now is…•

For online team meetings, run the check-in in the chat box by adding the sentence

starter and inviting everyone to type their answer at the same time. Once everyone has

added their answer to the chat box, you could say something about what's coming up or

you could ask 'what do you notice?' and hear from one or two people.

Note: There will be times when team members are dealing with something tricky and

emotion is running high. It's important to give people the option to 'pass' on the activity,

without any need to explain their reasons in the team forum. 'If you're not comfortable to

check-in today, just say "pass" and we'll move to the next person.'
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Contagious Confidence Tool #41
TEAM ACTIVITY: Appreciative check-out

Why
Incorporates feedback into

your meeting and taps into

the belief-boosting power

of appreciation.

What
A closing round in which

you hear from everyone.

When
Can be used from the very

first time that a new team

comes together. It can be

impactful to make this a

regular part of your team

meetings.

How

At the end of your meeting, set up a check-out round in which you'll hear from everyone

in turn. The request is for each team member to highlight one thing they appreciated

about a colleague's contribution today. The appreciation only needs to be short and

(importantly!) must be specific and genuine.

Example: 'I noticed how you invited Noah into the conversation, making sure that we

included his perspective in our thinking.'
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Contagious Confidence Tool #42
TEAM ACTIVITY: What it means to me to be part of this
team

Why
To shine a light on the level

of commitment to the

team, reinforcing the

feeling that we're all in it

together.

What
An invitation for team

members to say something

about their connection to

the team.

When
Can be particularly useful

when you're welcoming

new members to the team.

Works well as part of a

team development session

or offsite.

How

Ask the team to stand in a circle, imagining that they are standing on a clockface with

the person who has been in the team for the shortest amount of time standing at '1' and

the person who has been in the team for the longest standing at '12'. Then hear from

everyone in turn, beginning with the longest server and going round the team

anticlockwise.

The question you're asking them to respond to is: what does it mean to you to be part of

this team?

As a variation you can use length of service in the organization rather than time in the

team.
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Contagious Confidence Tool #43
TEAM ACTIVITY: Meaningful object

Why
To get an insight into each

team member's values.

What
A simple way to invite

team members to share

what's important to them.

When
Can be used quite early on

with a team. Make sure

that you allow enough time

– it shouldn't be rushed.

How

A few days before the session, ask team members to bring an object with them which

says something about what is important to them. Explain that you'll be asking each

team member (including you) to show everyone what they have brought and to spend a

few minutes talking about why they chose it.

On the day, set up the session by talking a bit about the 'why'. You'll need to allow about

10 minutes per person.
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Contagious Confidence Tool #44
TEAM ACTIVITY: Manual of me

Why
To deepen relationships

and support greater

understanding of

motivations and preferred

ways of working.

What
An activity that invites

team members to share

what is useful for

colleagues to know about

them in order to

strengthen connection and

support collaboration.

When
I'd suggest that it would be

best as a build on to some

of the activities above

because it invites a bit

more disclosure.

How

Ahead of time, prepare a template of the 'manual of me' on a flipchart – no content, just

the headers – as per the example below.

Things I love at home Things I love at work

What I need (to be able to do great work) How I like to collaborate

How I can be misunderstood Other things that it's helpful to know about
me

Introduce the activity by talking about why you're doing it and how you're hoping that

it will strengthen connection within the team. Explain how it works:

Everyone has 20 minutes to create their manual of me, using words and/or

pictures.
•

Then everyone in turn will take about 10 minutes to talk through their manual.•
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Contagious Confidence Tool #45
TEAM ACTIVITY: How are we doing?

Ahead of time, share the four sentence starters below with the team, asking them to

think about the different ways that they would complete each sentence (they can have

multiple answers for each one):

What I love about being in this team is…•
When we are at our best together, we are…•
I get frustrated about us as a team when…•
In my view, as a team we must get better at…•

Then in the team session, stick four flipcharts up on the wall and title each one with a

sentence starter. Give everybody a flipchart marker and ask them to add their answers

to the flipcharts. It's important to tell the team that there's no right or wrong here. If

they notice that their answers are different to what's already up there, that's great – it

means that there's good conversation to be had.

Once everyone has written all of their responses up on the flipcharts, gather the team

around each flipchart in turn and facilitate a conversation about what has been written.

Variation

When you repeat the activity the process is the same, but the sentence starters are a bit

different. The idea is that you set a specific timeframe for the team to look back on.

Moments when I've felt really connected to the team included…•
Moments when we've been at our best included…•
Moments when I've been frustrated by this team included…•
Moments that point to team opportunities to improve included…•
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Contagious Confidence Tool #46
REFLECTION: Your response to a performance setback

Bring to mind a time when performance dipped. What do you recall about your internal

response to the performance dip? This is not about the actions you took or the words

that you said but about how the situation impacted you 'on the inside'.

Were you aware of any emotions? (It's perfectly normal for there to be a blend of

emotions.)
•

Were you aware of any physical impact? (Examples include lack of energy,

headache, difficulty sleeping, raised heart rate.)
•

Were you aware of any commentary from your inner critic?•
Now make a note of what you did in that situation – the words you used, the actions you

took. What worked well? Was there anything that worked less well?
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Contagious Confidence Tool #47
REFLECTION: Stepping into the drama triangle

Think back to tough times when performance was behind expectation. Do you recognise

elements of the drama triangle roles in your experience of those times?

Victim: feeling powerless and defeated

When have I stepped into the Victim role?•
What was stepping into Victim like for me?•
What was created in the team when I did so?•

Rescuer: taking over

When have I stepped into the Rescuer role?•
What was stepping into Rescuer like for me?•
What was created in the team when I did so?•

Persecutor: criticising, blaming

When have I stepped into the Persecutor role?•
What was stepping into Persecutor like for me?•
What was created in the team when I did so?•
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Contagious Confidence Tool #48
TEAM ACTIVITY: Looking ahead to a challenging time

This activity is designed as a guided reflection. The idea is that team members have the

opportunity to reflect and make notes on a series of questions. Ask each question in

turn, allowing plenty of time for everyone to make notes (including you):

What are the big pieces of work coming up for you in the next 12 weeks?•
How do you feel about those pieces of work?•
What support would you like to request from your colleagues:•
to get things done•
to stay healthy as you do so•

Once you've asked all of the questions and everyone has finished making notes, invite

each team member in turn to share their thoughts verbally.

As you hear from everyone, capture any agreements that are made in relation to support

for each other.
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Contagious Confidence Tool #49
TEAM ACTIVITY: Looking back on a challenging time

Step 1

Invite everyone in the team to reflect on their experience at work over the past few

months. (Think about what the most appropriate timeframe would be for your team.)

Allow a bit of thinking time first and then pair people up and give them some time

(perhaps 10–15 minutes) to share their reflections with a colleague.

Step 2

Give some paper and coloured pens to everyone and ask them to represent their

experience of the past few months as a picture. This could be a single visual metaphor or

it could be a series of drawings. Everyone's experience will be different, so the idea is

that each team member creates their own drawing – the pairs are not creating

something together.

Note: You might need to emphasize that it isn't intended to be an art competition – the

focus is on the reflection, not on the artwork.

Once the drawings are complete, hear from each team member in turn, asking them to

share their picture and bring it to life with some voiceover.

Step 3

Ask everyone to reflect on who in the team has supported them through the more

challenging times. Hand out some postcards and invite everyone to write a thank you

note to the people in the room who have supported them – writing as many cards as

they need to.

Note: ensure that you write a card for everyone – to guarantee that each team member

receives at least one card.

Ask everyone to deliver the cards to their colleagues and take a few minutes for the

cards to be read.

A powerful way to end the session is to do a closing round: hear a word or phrase from

everyone in answer to the question 'what was it like to read your thank you cards?'
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Contagious Confidence Tool #50
TEAM ACTIVITY: Sensemaking

If you haven't previously used the term sensemaking with the team, explain that it's a

deliberate process of slowing down to understand what's really happening, why and

what it means.

Step 1: What is going on?
Share the aim of Step 1 with the team: to build a shared mental model of the situation,

surfacing assumptions and looking at them afresh.

Then work through the questions in turn, taking time to hear and explore perspectives

on each one before moving to the next. It's helpful to have one team member act as

scribe during this step, ideally capturing what's discussed on a big (physical or virtual)

whiteboard:

What are we noticing (in our results, in our customers, in the wider context)?•
What do we know for sure, and what's speculation?•
What are the different ways this situation could be understood?•
Are there any patterns or connections in what we're seeing?•
What assumptions within our plan might no longer hold?•

Step 2: What should we do about it?
Share the aim of Step 2 with the team: to identify small steps that we can learn from.

Again, there is a sequence of questions to work through. The trick is to get really clear on

your answer to question 1 and to then be disciplined in answering questions 2 and 3

before landing on another idea for a small, low-risk step:

What's one small, low-risk step we could take this week?•
What would success look like for this step?•
How will we review what we learn from it?•

Note: Try to resist the temptation to come up with a list of actions; you're aiming for

between one and three small steps to try. Once you've learned from these initial steps, you

can bring the team back together to identify a couple more and continue forward in that

way.


