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The Big Picture

Before you learn about your role as facilitator, here’s why this approach to leader and team 
development makes a lot of sense:

•	 Communication is at the heart of leadership and teamwork. For optimum 
performance, everyone needs to improve the way they interact with others.

•	 Few people are introduced to the most effective ways of communicating before 
entering the workplace.

•	 Classroom training isn’t the answer, because knowing what to do isn’t enough. It has 
to become a habit. In a busy workplace, a person must be able to respond with the 
skill automatically.

•	 The only way to improve a key leader-team communication skill is to practice it in 
person-to-person interactions every day. 

•	 Making lasting improvement in skills takes time. Sustaining a persistent effort 
requires accountability, feedback, and encouragement. 

•	 Coaching is essential because it provides these important elements.

While many organizations invest in executive coaches for top leaders, they 
haven’t had an economical way to support coaching for everyone—until now.
The “Grow Strong Leaders and Teams” peer coaching approach fills this gap in 
the most effective, inexpensive way possible: 

•	 Supports the long-term efforts needed to ingrain skills
•	 Focuses on the highest impact interpersonal communication skills
•	 Includes leaders and team members
•	 Gets people to apply the skills daily at work
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Your Facilitator Role
“Grow Strong Leaders and Teams” is a long-term skill-building effort. Instead of 
classroom learning, you’ll be launching and monitoring a process of real-world practical 
application and peer coaching. After you get things started, the skill-building will 
happen as participants apply skills in the real world of work—using the them on the 
job until they become comfortable habits.

Connect with Your Team: Mastering 
the Top 10 Communication Skills

This coaching reference book includes 
step-by-step instructions, sample 
dialogues, and practical tips that 
participants can use in their day-to-
day interactions with others. It’s also 
a resource for peer coaches to remind 
participants of the fundamentals. 

Peer Coaching Made Simple: How to Do 
the 6 Things That Matter Most When 
Helping Someone Improve a Skill

This brief book explains how participants 
can regularly hold each other accountable 
and support each other while they practice 
the skills at work.

What You Need:  

The orientation video featuring the authors of the books

“Peer Coaching,” a downloadable 1-page PDF for participants that summarizes the 
process (also on page 8 of this guide)

What You Do:  
1. Review the above resources to familiarize yourself with how the process works.
2. Distribute the books and PDF to the participants and hold an orientation meeting 

(either virtual or in-person) to explain how the system works.
3. After launch, follow up to check on participant focus and peer coaching 

partnerships.
4. Going forward, reconnect with participants on a regular basis to answer questions 

and keep the program on track.
Coaching partners will support each other as they continuously improve the way they 
communicate. Ideally, the learning will continue indefinitely, becoming a part of your 
organization’s culture.

https://www.amazon.com/dp/1734805110
https://amzn.to/3pg0PVg
https://www.amazon.com/dp/1734805110
https://www.amazon.com/dp/1734805110
https://amzn.to/3pg0PVg
https://amzn.to/3pg0PVg
https://amzn.to/3pg0PVg
https://growstrongleaders.com/orientation/
https://growstrongleaders.com/PeerCoachingGuide.pdf
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Orientation

Before the Meeting:

During the Meeting:
1. Distribute the books and PDF. Summarize how the program works.
2. Play the orientation video, which features the authors, Dr. Denny Coates and 

Meredith Bell. 
3. Describe the purpose of their coaching sessions, which can take place in person, by 

phone, or through an online platform (see “Peer Coaching” PDF, also on page 8 of 
this guide). They will: 
 » Hold each other accountable for their commitment to practice aspects of the skill
 » Help each other learn from their efforts to use the skill
 » Encourage each other, especially when their efforts have been frustrating
 » Commit to next steps, to be discussed at the next meeting

4. Instruct the participants to focus on just one of the ten communication skills in 
Connect with Your Team and commit to applying that skill with others until it’s 
a comfortable habit. After they reach proficiency with that skill, they can work on 
improving a different skill. 

5. Announce the follow-up step and ask participants to prepare by doing the following:
 » Read the chapters 1-3 and 14 of Connect with Your Team and scan the 

remaining chapters to choose their initial focus. 
 » Read the brief book, Peer Coaching Made Simple, and prepare to ask questions.
 » Choose a coaching partner and agree on when they will connect to coach each 

other.
 » Be ready to tell you their initial focus and who their coaching partner will be. 

6. Tell the group that in the months ahead you’ll check in with them on a regular basis 
so they can discuss progress, ask questions, and share suggestions.

Both books are available on Amazon in paperback or Kindle. For quantity discounts, 
contact Meredith Bell at meredith@GrowStrongLeaders.com or (757) 656-4765.

1.	 Get buy-in from senior executives and the manager of participants.
2.	 Identify participants and announce the meeting.
3.	 Get the two books and a printed copy of “Peer Coaching” for each 

person.
4.	 Read the two books to familiarize yourself with the content.  
5. View the orientation video.

https://growstrongleaders.com/orientation/
https://growstrongleaders.com/PeerCoachingGuide.pdf
https://growstrongleaders.com/PeerCoachingGuide.pdf
https://growstrongleaders.com/orientation/
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Staying in Touch
Initial Follow-Up

Periodic Monitoring

Once you’ve launched the program, you’ll want to check on how participants are doing 
and encourage them to stay the course. 

You’ll accomplish this with check-ins at regular intervals, to allow participants to bring 
up issues and maintain a level of confidence in their coaching. You can also hold virtual 
or in-person meetings with the entire group at times, so they can share success stories 
and ideas.

When checking in, you can ask open-ended questions such as:
•	 “How’s the program working for you so far?”
•	 “What aspects are you enjoying most?”
•	 “What issues have you experienced?”
•	 “How has the book on peer coaching helped you?”

As someone shares their answer, respond by 
listening to understand. 

Remind participants that the two books are 
essential coaching resources, structured to 
help them stay focused on the fundamentals. 

Always end with encouragement, assuring 
them that you’re available for support.

The purpose of this contact is to ensure that everyone is off to a good start. It can be 
handled through a call or with email. 
Ask participants to tell you:

• Who their peer coaching partner is
• What skill they want to focus on and improve first 

Make a record of this information.
Ask if there are questions about the books or the process. Make sure you have read the 
two books, so you’re prepared with helpful answers.
Announce the frequency of future check-ins. 
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Frequently Asked Questions

What kind of training will peer coaches need?

No training is needed. Peer coaches will use skills they already have, such as asking 
questions, listening to responses, and holding their partners accountable. The book, Peer 
Coaching Made Simple, summarizes how to adapt these common skills to the peer coaching 
process.

What’s the ideal number of peer coaching participants? 

The answer depends on the number of participants a facilitator can follow up with on a 
regular basis. We recommend that a facilitator monitors a minimum of five partnerships 
(ten participants) up to a maximum of ten partnerships (twenty participants).

How are coaching partners selected? 

The best approach is to have participants choose their coaching partners. This enhances 
buy-in for the program.

How is peer coaching different from mentoring?

Mentors share their experience to guide less experienced employees to be more successful. 
With peer coaching, two colleagues support each other as they both work to improve a 
skill. The coaching process usually doesn’t involve advising. Instead, people take turns 
asking each other about their efforts to get better, listening to responses, giving feedback, 
and holding each other accountable for their efforts.

How long do peer coaching partners work together?

The length of time can vary, depending on their goals. Over time, a trusting and helping 
relationship can form, which could go on indefinitely as they work on many interpersonal 
communication skills. 

How can you measure the success of peer coaching? 

Check in periodically to get feedback about progress. Also, you could conduct a 360 
assessment before launching the program, then re-assess again after several months to 
check for improvement. 

How will a program of peer coaching help an organization? 
People will be helping each other improve their communication skills (listening, giving and 
receiving feedback, asking questions, resolving conflicts, etc.) that optimize employee and 
customer relationships. 
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Dr. Denny Coates and Meredith Bell, authors of Connect with Your Team and Peer 
Coaching Made Simple, have been business partners for more than 30 years. 
During that time, they’ve had a singular focus: help organizations improve the way 
people communicate with each other at work. Their proprietary assessment and 
development tools have helped millions of people worldwide improve leader and team 
communication skills.

In Summary…
It takes time to master a skill, and along the way people will experience both successes 
and frustrations. With a peer coaching partner to support them, participants will get the 
encouragement they need to stick with it until a skill becomes their comfortable, automatic 
response. With enough “reps” and refocusing on the basics, their brains will rewire, making 
the skill their go-to behavior pattern.
Then they can focus on another priority skill. 
You may need to remind them that improving their effectiveness as a leader or team 
member will be an ongoing effort, with huge payoffs.

In addition to communication skills, which are fundamental for all human interactions, 
peer-to-peer coaching will effectively reinforce any kind of skill-building initiative.

Questions? We’re committed to your success!
Contact Meredith Bell at meredith@GrowStrongLeaders.com or 757-656-4765.

https://www.amazon.com/dp/1734805110
https://amzn.to/3pg0PVg
https://amzn.to/3pg0PVg
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Peer Coaching

To get started: 
• Attend the orientation meeting.
• View the orientation video.
• Read Chapters 1-3 and Chapter 14 of Connect with 

Your Team.
• Scan Chapters 4-13 to select the skill you want to 

focus on first.
• Read the brief book, Peer Coaching Made Simple.
• Select a peer coaching partner and decide how often 

you plan to connect. 
• Let your program facilitator know about your focus 

and coaching partner.

In a typical coaching meeting, the partners take turns coaching each other:
1. Ask about the specific efforts they committed to in the previous meeting.
2. Listen for difficulties—what happened and why.
3. Ask questions that help the person identify what they learned.
4. Offer encouragement.
5. If you sense they aren’t practicing the fundamentals, refer them to the appropriate 

chapter in Connect with Your Team.
6. Ask what actions they’ll commit to taking before the next meeting and make a note.
7. Schedule the next meeting. Tell them you’ll ask how it went. 
8. Repeat this sequence as your coaching partner coaches you.

The key to success is to focus on one skill at a time, using it often with coworkers and 
learning from mistakes. If you stick with it, the skill will become a habitual response. Then 
you can select another skill to work on.

Peer coaching is a confidential process in which two colleagues work together to 
build new skills. 

Like acquiring any skill, improving the way you communicate requires regular 
practice. You’ll learn by doing as your brain wires itself for the skill, until 
responding with it becomes second nature. 

The key is to stay committed. It helps a great deal when two people support each 
other along the way. 

When it’s your turn to act as coach, you’ll find that you’ll often be using skills you 
already have to help someone work on the way they communicate. Your main job 
will be to help the other person learn from their efforts, stay focused on one skill at 
a time, and stick with it. 


