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Welcome to the SHG Academy Team Coaching Practitioner Programme 

We are delighted that you have chosen SHG Coaching to further build your awareness 
and effectiveness as a Team Coaching Practitioner. This manual is a valuable resource 
for you before, during and after the taught sessions. It contains helpful resources and 
coaching tools, along with a brief narrative of each session and key accompanying 
slides. The manual is divided into sections, one for each part of the programme. 
Occasionally the running order may change, but the content will remain the same and 
you will find all the materials you need for each session in the corresponding section of 
the manual. We will not necessarily cover everything shown but will rather select the 
elements we feel are especially valuable for the group. 
 
For those of you who prefer to work electronically, the entire manual contents are also 
available digitally and you will be provided with a link to access these. We have taken 
care to reference every source throughout the programme. Where there are no 
references cited, the material is SHG Coaching’s original material. At the back of the 
manual, you will find a number of coaching tools and resources which we feel could be 
useful to you in your work with teams. Please note that not all require explanation or 
tutor input during the taught modules. We hope you enjoy the programme. 
 

 

 

 

 

 

 

 

 

 

 

 



Programme Introduction 

 

Team Coaching Practitioner Programme Outcomes 
 
By the end of the programme you will: 
• Have developed greater self-awareness through deep critical reflection and feedback 
from others 
• Understand the psychology of teams and the fundamentals of team coaching 
• Know how to structure team coaching programmes using SHG Coaching’s 4D 
approach: 
Discover - Design - Deliver - Debrief 
• Be able to contract effectively for team coaching and co-design the team/coach 
partnership 
• Understand what is required of an effective Team Coach and have developed the 
skills needed to act as an ‘instrument of change’ 
• Have practised facilitating team coaching and have received feedback from tutors and 
delegates 
• Have reviewed their existing knowledge, skills and experience and understand how 
this can be brought into your coaching practice 
• Have acquired and practised a range of practical tools and approaches suitable for 
team coaching e.g. systemic coaching, use of constellations and diagnostic tools 
• Be prepared for the potential pitfalls and dilemmas of working with teams and know 
when to walk away 
• Have deepened your knowledge of the business of team coaching 
• Have developed increased confidence, presence and impact as a Team Coach 

 

 

 

 

 

 

 

 

 

 

 



Team Coaching Practitioner Programme Content 
This roadmap acts as an overview of the programme, so at any point you can see 
where you are and what is to come. Following completion of the programme, SHG can 
continue to support your development through group or individual supervision, CPD 
events, short courses and our extensive alumni network a valuable source of peer 
support, ideas and motivation. 

Module One: Foundations 
Session 1: Welcome and 
Introduction 

  
Welcome, Introductions and 
Contracting 

  
Programme roadmap and Learning 
Outcomes 

  Intention setting and Journaling 
  Your personal resource pack 

  
Sessions 2 and 3: Team Coaching 
Fundamentals 

  
The differences between Teams and 
Groups 

  
The psychology of Teams and Group 
Dynamics 

  Models of Team Development 
  Power and Politics 

  
Sessions 4 and 5: Team Coach as 
Instrument of Change 

  Coaching the Team as System 
  Psychological Safety 
  Resourcing Yourself 

  
Supervision, Bias, Ethics and 
Professional Practice 

Module Two: Team Coaching 
Roadmap Sessions 6 and 7: Self-Discover 

  
Contracting and Co-Creating the Team 
- Coach Partnership 

  
Team Coaching Journey / Walking 
Away 

  Systemic Coaching and Constellations 
  Diagnostic and Psychometrics 
  Session 8: Design 
  Co-Diagnosis 
  Template for Team Coaching Design 
  Evaluation 
  Sessions 9 and 10: Deliver 

  
Foundations of Team Coaching 
Delivery 

  Team Coaching Interventions  
  Awareness and Blind spots 



  Conflict, Pitfalls and Dilemmas 
  Session 11: Debrief 
  Joining, Belonging and leaving 
  Celebrating success and Endings 
  Encouraging Self-Sufficiency 
  Keeping Resourced 
Module Three: The Business 
of Team Coaching 

Session 12: The Business of Team 
Coaching 

  
Pitches, Proposals, Pricing, and 
Sustainable Partnerships 

  Readiness for Team Coaching 
  Learning Review 
  Programme Ending and Celebration 

 

 
 
Pre-programme Preparation Intention Setting & Reflection Exercise 
Intention setting and reflection are important first steps in ensuring you get the most 
from your learning experience. Putting your thoughts in writing engages you in a 
creative process which allows you to clarify your thoughts and explore new ways of 
thinking about situations and experiences more deeply and objectively. The more 
energy you put into visualising and preparing for an experience the more you may get 
from it. 
 
Our intention is to give you a rich, thought-provoking, inspiring and transformational 
learning experience. These questions provide you with an opportunity to reflect, 
visualise your goals and set your intentions for the programme. Consider what is most 
important for you to create for yourself. You will spend time with your fellow delegates in 
your first session thinking together about your intentions both as individuals and as a 
group, so taking some time beforehand to consider these questions will be time well 
spent. 
 

For this programme to be a success, what do I need from: 
• Myself: 
• Other delegates: 
• The tutors 

 

What are my experiences of being part of a team? 

What helps me be at my best in a team? 

What do I find difficult about being in a team? 

What personal intentions do I want to set for this programme? 



What are my professional intentions for taking part in this programme? 

What am I most excited about? 

What could get in the way of me being successful? 

To get the most out of this programme, what attitudes, beliefs, assumptions or 
behaviours might I need to let go of? 

What mindset and helpful behaviours do I need to bring with me to make the most of 
this experience? 
 

Learning Charter 
Our tutors will… 
• Be open and approachable 
• Role model professional coaching practice and ethics in all interactions 
• Create a safe adult learning environment 
• Demonstrate respectful and ethical behaviour at all times, maintaining confidentiality 
and treating you 
with unconditional positive regard 
• Set clear expectations for participation, preparation and coaching practise sessions 
• Use a range of tools and techniques to support you in putting your learning into action 
• Balance support and challenge in a way that promotes group learning 
• Provide you with honest and clear feedback throughout the programme 
• Share personal examples and experiences from their own coaching practice 
• Demonstrate their expertise lightly 
• Lead coaching demonstrations and be comfortable with not always getting it ‘right’ 
• Respect other people’s differences (thoughts/culture/beliefs/sexuality/race/disabilities) 
• Listen to your concerns if you have any 

 

We ask that you… 
• Look after yourself and ask for help if you need it 
• Allow yourself to be vulnerable, but it is not a requirement and please manage your 
own levels of personal disclosure 
• Maintain confidentiality – it is an important part of creating a safe learning space (and 
a foundation for coaching) 
• Attend all sessions and please arrive on time, present and engaged 
• Be free to challenge one another and the programme tutors in a frank but always 
respectful way 
• Respect other’s different experiences, cultures, attitudes, behaviours, and beliefs 
• Join us as a learner rather than an expert and be prepared to not always know the 
answers 
• Represent your own views, rather than speak on behalf of other delegates 
• Make time to reflect, practise, read and learn between sessions 



• Actively engage in sessions according to your own preferences 
• Be prepared to critically self-reflect and be receptive to feedback from delegates and 
tutors 
• Adopt a coaching style when giving feedback: maintain positive intent and keep the 
feedback constructive, recognising its importance to the person receiving it 
• Allow others to share thoughts, ideas and feelings without judgement or negativity 
• Remember that the purpose of the coaching practise sessions is to learn about 
coaching – whether you are a coach, coachee or observer. It is not personal therapy or 
professional coaching 
• Switch off all unnecessary distractions 
• Make sure that your technology works 
 
Delegate Signature : Date: 
Signed on Behalf of SHG Academy: 

 

Alson Boo 

CEO 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Personal Learning Journal 
Throughout the duration of the course, we recommend that you keep a personal 
learning journal to record your reflections on your personal and professional 
development as a Team Coach. The journal can take any form you choose as it is for 
your use only. We find that keeping a journal will help you to cement and summarise 
your learning, as well as act as fantastic reference material in the future. We encourage 
you to maintain this practice of capturing your thoughts as you will experience a great 
deal of intensive learning in a short period of time on the programme. You will notice 
that we will prompt you here and there, but please be aware that you can take some 
journal time whenever you feel it is useful. 
 
The following sorts of questions may be useful as a guide: 
• What have I learned about myself so far? 
• What have I learned about how I behave in a group? 
• How have my perceptions about team coaching changed? 
• What have I learned about how I learn? 
• What have I learned about my own beliefs and behaviours? 
• How might my own behaviours or attitudes affect my ability to team coach effectively? 
• What aspects of team coaching do I feel most comfortable with? 
• Which aspects of team coaching give me cause for concern or discomfort? 
• What do I do well as a Team Coach? 
• Which areas do I still need to work on? 
• What do I do best in my relationships with other people? 
• What have I learned about my ability to give and receive feedback? 

Trigger Questions for Critical Reflection 
A Description of the Event 
What is about describing the event. What? Trigger questions: 
• This could start with a reaction to a team coaching session, or perhaps a reaction to 
something you heard from a tutor or read about in a book 
• What happened? 
• What did I see? What did I hear? 
• How did I feel? How did others feel? 
• What was said? 

An Analysis of the Event 
So What is about picking apart what was going on and drawing some conclusions. 
So What? Trigger questions: 
• How do I make sense of what happened? 
• If something good happened, what do I think made it happen? If something bad 
happened, what do I think made that happen? 
• How do I think this works? For example, if you noticed that you listened really well 
and the team seemed to get something from it, what do you think is happening 
there? What did the listening seem to do for them that the alternatives would not 
have done? 
• What led me to make the decisions I made and what do I make of that? 
• What do I like about what happened? What is it about it that I like? 



• What bothers me about what happened? What is it about it that bothers me? 
• What were the effects of what I did? 
• What would have been the effects of doing something different? 
• How does my view of this fit with (or disagree with) existing views on team coaching 
from tutors or writers? What is my rationale for this? 
• What does all of this tell me about being an effective Team Coach? 

Proposed Actions Following the Event 
Now What is about making some suggestions about what you will do differently (or the 
same) as a result of your reflections. Now what? Trigger questions: 
• What are the implications for me and others in my team coaching practice based on 
what I have described and analysed? 
• What difference does it make if I choose to do nothing? 
• Where can I get more information to face a similar situation again? 
• How can I modify my practice if a similar situation was to happen again? 
• What help do I need to help me ‘action’ the results of my reflections? 
• Which aspect should be tackled first? 
• How will I notice that I am any different in my team coaching practice? 
• What is the main learning that I take from reflecting on my practice in this way? 

Using the SHG Academy Coaching Cards 
There are thirteen packs of cards available: 
• Coaching Cards for Everyday 
• Coaching Cards for Managers 
• Coaching Cards for Business Owners 
• Coaching Cards for Supervision 
• Coaching Cards for Teams 
• Financial Coaching Cards 
• Picture Coaching Cards 
• Values Coaching Cards 
• Coaching Cards for Couples 
• Coaching Cards for Children 
• Coaching Cards for Grandparents 
• Coaching Cards for New Parents 
• Coaching Cards for Christmas 

 

Choose the most relevant pack for the specific context. 
The cards are a practical way of getting individuals and teams to self-reflect, using 
powerful coaching questions that facilitate thinking. You can use them in a range of 
creative ways. These can be based either on the coach selecting cards or the client(s) 
selecting cards, either randomly or consciously. If choosing consciously interesting 
areas to explore include why specific cards were selected or deselected. This can work 
very well in 1-1 coaching. 
 
 
 



Other options include: 
• Working with groups you can pair people up and have them select 2-3 cards together. 
One then poses the questions to their partner, with listening and further exploration. 
• Again, with groups, individuals can select cards, reflect, and record thoughts in 
learning journals before debriefing. 
• Managers can use the “Coaching Cards for Managers” to help stimulate conversations 
in 1-1’s, either selecting cards they want to explore or asking their team member to 
select. 
• Use the cards as the basis for coaching with teams, either to get to know each other 
better or to use organisational focused questions for example. 
 

References: Holder, J. (2014). Play your cards right. Coaching at Work. 9(1), 52-53 and 

https://rsvpdesign.co.uk/bundle-of-3-grow-coaching-cards.html  

 

Further support beyond your SHG Coaching Programme 
Becoming the best coach you can be is of course a lifelong process. It is a regular 
occurrence that delegates on our programmes feel that they want further, individualised 
learning and support, for themselves individually or for their organisation. This might be 
coaching, supervision in coaching practice or additional learning in a particular area of 
interest. We are pleased to say that this happens all the time and that we are here to 
help. 
 
We can also draw on our experience of providing tailored further support to many 
delegates over the years. During the course, you will have the opportunity to meet with 
a number of SHG Academy Associates who have been engaged by SHG Academy to 
deliver various elements of the course. We are happy to say that often delegates will 
feel a particularly close connection with one or more of their tutors. However, we would 
ask you please always to be aware of and to respect the long established relationships 
and working practices between SHG Academy and its valued tutors and Associates. We 
are sure that you will appreciate that SHG tutors and other SHG Academy Associates 
are not authorised or able to make arrangements with SHG Academy delegates to 
provide services outside the course on an individual basis. If you do approach tutors 
and Associates to request that they do some work for you, or your organisation, your 
tutor will, quite properly and in accordance with their contractual agreements with SHG 
Academy, refer you to SHG Academy to discuss in the first instance. 
 
So if you are feeling enthusiastic and are considering any of the above possibilities, 
please just give us a call or drop us an email. 
Phone: +65-89032331 
Email: shgacademy@shgacademy.org  

 

 

https://rsvpdesign.co.uk/bundle-of-3-grow-coaching-cards.html
mailto:shgacademy@shgacademy.org


Your Evidence input 

Name: 

What have you got going for you that will support you as a team coach? 
Use the space below to collect your own reflections about what you already have going 
for you. This could be the values that you hold, the experience you have, the teams you 
have worked in, the qualifications you have gained or the people who mentor you etc. 
 

Your Evidence input 

Use the spaces below to collect key learnings you have gained throughout the 

programme. 

Discover Design Deliver De-Brief 

    

    

    

    

 

 

 

 

 

 

 

 

 

 

 
 
 
 
 
 
 
 
 
 



Session 1 - Welcome and Introduction Setting 
 

Session 1: Welcome & Introduction Setting 
Welcome! You have already taken the first step towards becoming an effective Team 
Coaching Practitioner by signing up for this programme, so today we take the second 
step. We start with an overview of the whole programme that provides helpful context to 
support your learning. During the session, you will be asked to introduce yourself and 
find your place within the group, as well as with the practice of team coaching. There is 
a place for everyone, whether you are a skilled and experienced Team Coach or are 
just starting out. 
 
The learning for this programme will arise from many different places: the content, your 
experience, the tutors, the sharing of knowledge and feedback from other delegates, 
practice and critical reflection so the priority is in creating a psychologically safe space 
for your learning to thrive. We will also remind ourselves of how adult learning principles 
can help us get the most out of our time together. We will introduce a Personal 
Resource Pack a place to capture the resources you already have available to you, as 
well as keep track of the new resources you will collect throughout the programme. As 
trained coaches, you will appreciate the importance of contracting. Today we will create 
a secure frame for our learning. We use the concept of 'The Learning Space' a term 
developed by psychoanalyst, Donald Winnicott. Winnicott describes the learning space 
as: "A space that allows certainties about ourselves and others to loosen, in order to 
allow for playful reflection, creativity and the opening up of new possibilities". This also 
describes the environment that a Team Coach creates for a team. 
 

 

 

 

 

 

Team Coaching Practitioner Programme 

Session One: Welcome and Getting Ready to Learn 

SHG Academy 

Programme Outcomes 

By the end of this programme, you will: 



 

 

 

 

 

 

 

 

 

 

 

 

 

Module One: 
Foundations

Session 1 Sessions 2 and 3 Sessions 4 and 5

Welcome and Introduction 
Setting

Team Coaching Fundamentals
Team Coach as Instrument 

of Change

Module Two: Team 
Coaching Roadmap

Sessions 6 and 7 Session 8 Sessions 9 and 10 Session 11

Self-Discover Design Deliver Debrief
Module Three: The 
Business of Team 

Coaching
Session 12

12 x 4 hours sessions (2 
sessions per week)

The Business of Team 
Coaching

with Pre and Post Study 
Activities



 

Session One Outcomes 

 

➢ Provide an overview of the whole programme which creates context for your 

learning 

➢ Delegates are clear on what to expect and how to get the most from the 

➢ programme 

➢ Get to know each other and create a psychologically safe space to learn and 

practice together 

➢ Contract around success and how we will work together 

➢ Start to create your own Personal Resource Pack 

 

 

 

 

 

 

 

 

 

 

 

 

Leading 
Teams 

Coaching 
Groups 

1 to 1 
Coach 

Facilitator/
Consultant 

Other 

Coaching 
Teams 

SHG 
ACADEMY 



 

 

 



 

 

 

 



 

 

 

 



 

 



 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
 



Sessions 2 & 3 – Team Coaching Fundamentals 
 

Session 2: Team Coaching Fundamentals 
Part One: 
We start with the fundamentals of team coaching, getting clear on the differences 
between teams and groups in a work setting. This is an appropriate place to begin as 
many clients often start with this question. We will review some helpful reference points 
on team development and effective team working, considering them through a number 
of lenses, such as Hawkins Five Disciplines, Tuckman, and Lencioni. We will also use 
Harvard University research to understand what a high performing team is and how that 
informs how we work with teams. 
 
During the session, we will explore how the ICF Team Coach Competencies translate in 
practice and how we may utilise these as a guide for our own development now and in 
the future. In plenary and small groups, you will reflect on your own experience of being 
in a team and/or of working as a Team Coach and you will identify which elements of 
the models were at play, as well as how this might inform your work as a Team Coach. 
 

Team Coaching Practitioner Program  

Session Two: Team Coaching Fundamentals Part One 

SHG Academy 

 

 



 

 

 



 

 



 

 



 

 

 



 

 



 

 



 

 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Session 3: Team Coaching Fundamentals 
Part Two: 
At SHG Academy, we often remind our delegates to ‘beware the man of one book’ and 
so we continue with the exploration of an eclectic mix of concepts and ideas based on 
tried and tested psychological theory, as well as drawing inspiration from some 
therapeutic theories to reflect on our practice as Team Coaches. 
 
We will first explore the concept of power – in and around us, one of the most prevalent 
aspects a Team Coach will encounter. We will then consider the impact of what we 
know about psychological safety and how this affects team effectiveness. Finally, we 
will consider an important aspect of the Team Coach's role - 'holding up the mirror' to 
the team. In practice, this may mean sharing some of the group dynamics, 
communication styles and patterns of behaviour in the team, which the coach 
witnesses. The Team Coach makes these observations and data available to the team 
to improve team effectiveness and to engender transparency. 
 
The session is intended to consolidate what you know around group dynamics and add 
some alternative lenses to help you to build your awareness of yourself and your work. 
Developing your self-awareness as a Team Coach will enable you to be of maximum 
help to a team. 
 

Team Coaching Practitioner Programme 

Session Three: Team Coaching Fundamentals Part Two 

SHG Academy 



 



 

 



 

 



 

 



 

 



 

 



 

 



 

 

 



 

 



 

 

 



 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Sessions 4 & 5 – Team Coach as Instrument of Change 
 

Session 4: Team Coach as Instrument of Change 
Part One: 
As a Team Coach, it is tempting to have our attention drawn solely towards the mass of 
models and interventions available to use in the service of the team. However, by doing 
so, we overlook the vital role that we have as an ‘instrument of change’ and in building 
awareness of ourselves and our coaching practice. 
 
In exploring the concept of the Team Coach as an ‘instrument of change’ we will 
discover the importance of making active choices around our stance and mindset, and 
how the choices we make in the way we conduct ourselves have the potential to help or 
hinder the teams we work with. We will also recognise that our very presence can 
signify something that is potentially lacking in the wider system. Together we will 
examine the role of trust and the importance of psychological safety. 
 
We end with an opportunity to coach a fellow Team Coach on their readiness for the 
role of Team Coach. 
 

Team Coaching Practitioner Programme 

Session Four: Team Coach as Instrument of Change Part One 

SHG Academy 

 

 

 



 

 



 

 



 

 



 

 



 

 



 

 

 



 

 

 



 

 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Session 5: Team Coach as Instrument of Change 
Part Two: Today we invite you to consider the ethical stance of a Team Coach in line 
with ICF guidelines and to reflect on the importance of supervision. An important aspect 
of this session is the ICF's stance on ethics and contracting. Using this, we will explore 
how it might help us to navigate team coaching dilemmas we have experienced, or 
which we anticipate. This session will link back to the importance of supervision for 
Team Coaches. 
 
As part of our exploration, we will look at the diversity of teams, the role and impact of 
bias, and how working with a co-coach can be helpful in this area to highlight and avoid 
blind spots. 
 
We will then share good practice around the use of tools and techniques which can be 
used with teams, such as hot seat questioning and team reflective process. This is an 
experiential session, so be ready to participate as either a Team Coach or Team 
Member. 
 

 

Team Coaching Practitioner Programme 

Session Five: Team Coach as Instrument of Change Part Two 

SHG Academy 

 

 

 



 

 

 



 

 

 



 

 

 



 

 

 



 

 

 

 



 

 

 



 

 

 



 

 

 

 

 

 

 

 

 

 



Sessions 6 & 7 – Discover 

Session 6: Discover 
Part One: 
This session will enable you to begin to see the wood for the trees. We will start with 
sharing an example of a team coaching programme from start to finish, appreciating the 
common steps but also the nuance and complexity. Ultimately, we may conclude that 
there is no such thing as a typical journey. Discovery often starts with an issue or 
catalyst and a single stakeholder, so we will focus our attention on the practical skills 
and knowledge required to start and sustain a conversation with a potential client. 
Chemistry plays a part, but so does competence, curiosity and courage. We will give 
attention to your existing bank of coaching questions and supplement these with some 
from SHG Academy Coaching, to provide you with the confidence to discover what is 
already readily available to you. 
 
When it comes to teams and the organisations that they are a part of, not everything 
can be seen. There are hidden dynamics at play in these wider systems which cannot 
simply be accessed by rational enquiry. This is where we enter the world of systemic 
coaching. We will discover the power of creating constellations to access the vast 
information readily available if only we take the time to harness and balance all three 
centres of intelligence available to us: our head, heart and gut. 
 

Team Coaching Practitioner Programme 

Session Six: Discover Part One 

SHG Academy 

 

 

 

Module One: 
Foundations

Session 1 Sessions 2 and 3 Sessions 4 and 5

Welcome and Introduction 
Setting

Team Coaching Fundamentals
Team Coach as Instrument 

of Change

Module Two: Team 
Coaching Roadmap

Sessions 6 and 7 Session 8 Sessions 9 and 10 Session 11

Self-Discover Design Deliver Debrief
Module Three: The 
Business of Team 

Coaching
Session 12

12 x 4 hours sessions (2 
sessions per week)

The Business of Team 
Coaching

with Pre and Post Study 
Activities



 

  



 

 

 



 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Additional Resources for coaching cards 

 

 



 

 

 

 

 

 

 

 

 

 

 



Making a map of constellation of a system. Visual representation of the 

relationships between:  

 

 

We will be using Miro, Jamboard, Mural and or Whiteboard 

 

 

(Vito Technology, 2022) 



 

 

 

 

 

 



Session 7: Discover 
Part Two: 
We continue with the important step of Discovery – moving from dealing with a single 
sponsor to an entire team and key stakeholders. To create sufficient psychological 
safety, we need to move from communicating to engaging with the team ahead of 
working together. At this early stage, we need to remain vigilant to the presence of 
possible resistance – this includes recognising the signs of resistance and making 
choices around when and how to intervene. 
 
Discovery with the wider team involves finding and making sense of the vast array of 
data already available within the system – this can be considerable and valuable. Apart 
from some good old fashioned desk research, we will practise pulling together surveys 
and semistructured interviews as a way of engaging with the team. 
 
Often clients may be keen to secure new data during the discovery phase, or we might 
identify opportunities to use psychometric tools. We will share the group’s knowledge by 
taking the time to reconnect to what is already in your toolkit as well as some of the 
more readily available common tools and how they can be of use. We will design and 
practise facilitating contracting with a team – paying attention to success and to ways of 
working, encouraging a sense of joint accountability for success from the very start. 
 
Sometimes the act of discovery leads us to realise that this might not be the right 
assignment for us. Knowing when to walk away is as much about what we learn about 
the team, as it is about clarity of our own boundaries. 
 

 

 

 

 

 

 

Team Coaching Practitioner Programme 

Session Seven: Discover Part Two  
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Session 8 – Design 

Session 8: Design 
In this session, we focus on getting to the point where a team coaching programme has 
been created and signed off by the team itself. We will explore what a Team Coach can 
do to create a sense of co-diagnosis and shared accountability, whilst also appreciating 
the potential pitfalls which cross a line from team coaching to management consulting. 
You will have the opportunity to create your own storyboard and design for a co-
diagnosis session using anonymised and real client discovery data. Moving from 
presenting findings, to creating hooks, questions and challenges that help the team to 
diagnose for themselves what is really going on. 
 
We will share a template for a team coaching programme that captures the outputs from 
the co-diagnosis session from which you can design your own template that works for 
you and your clients. We will share and discuss team coaching evaluation, including 
what dynamic, sustained evaluation can look like throughout the entire programme, as 
well as end-point evaluation. 
 

 

 

 

 

Team Coaching Practitioner Programme 

Session Eight: Design 

SHG Academy 

 



 

 

 

 



 

 

 



 

  



 

 

 

 



 

 

 



 

 

 



 

 

 



 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 



Sessions 9 & 10 – Deliver 

 

Session 9: Deliver 
Part One: 
During this session, we will take the momentum gained during Discovery and Design 
and move into the Deliver phase of a team coaching programme. We start by 
reconnecting to what we can learn from group coaching, training and facilitation in 
designing and delivering sessions that promote psychological safety and adult learning. 
 
Revisiting the wisdom that can be gained by looking at the whole system, we will take 
part in a team systemic coaching exercise that teaches us the importance of paying 
attention to who came first and giving everything its place. This is a powerful and 
practical tool that is often most useful at the start of a coaching assignment. 
 
We will explore the many topics that teams typically want to work on with a Team Coach 
and understand the importance of purpose and the pitfalls associated when this 
important area is overlooked. There are many ways in which we can help to raise a 
team’s awareness and, in this session, we will pay attention to the discipline of 
Behavioural Analysis. We will practise observing, recording and feeding back observed 
team member behaviours. 
 

 

 

 

 

 

Team Coaching Practitioner Programme 

Session Nine: Deliver Part One 
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Session 10: Deliver 
Part Two: 
Self-awareness is vital in driving our effectiveness as an ‘instrument of change’ for 
others. We start today’s session by building self-awareness and decreasing our blind 
spots through feedback exchanges between delegates. We will do this by sharing first 
impressions, as well as channelling feedback from our three centres of intelligence. 
 
Throughout the programme, we have emphasised the importance of the stance that is 
adopted by a Team Coach. We will look at the choices available to a Team Coach 
about how they interact with a team during delivery, starting with the simple but effective 
lens of support and challenge. This will be followed by using Heron’s Intervention Styles 
to practice adopting different approaches which are available to us. 
 
Earlier in the programme, we talked about the role of power in teams. In today’s 
session, we will acknowledge the importance and prevalence of conflict. We will share 
Thomas Killman’s work in this area but most importantly, we will practise noticing and 
intervening with teams who are experiencing conflict. 
 
Team coaching doesn’t always go well of course. Inevitably it is highly likely that every 
Team Coach will witness and experience setbacks and challenges. During the session, 
we will highlight the typical pitfalls for a Team Coach and take the time to understand 
what stance, tools and practices can help mitigate these. 
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Session 11 – Debrief 

 

Session 11: Debrief 
Team coaching programmes, like organisations and teams, come to an end. So, what 
should we pay attention to as Team Coaches at this important moment? We will start by 
exploring our own relationship with endings as a way of recognising that this will 
inevitably impact our ability and preferences for how we help teams to deal with their 
own endings – whether that is the end of a team coaching programme, or the end of the 
team itself. We will look at the components of effective endings from the practical and 
visible, to the unseen but important systemic principles. 
 
As ‘instruments of change’, our readiness and wellness matter – so we will revisit some 
important models that remind us how we can stay mindful of our own wellbeing. This 
includes the role of supervision and the support available to us as Team Coaches. 
There are many resources that can continue to give us strength and we will take the 
time to reconnect to these – looking at the inner, relational, and wider fields that are 
available to us. We will end with a case study that leads us into our final session 
together. This is a vehicle for shaping a proposal, pitch and pricing for a team coaching 
assignment. 
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Session 12 - The Business of Team Coaching 
Session 12: 
The Business of Team Coaching 
We will start by exploring your thoughts on the case study ‘Red Limited’ – a real-life 
scenario and an opportunity to prepare an outline proposal and pitch, including pricing. 
This makes way for a wider discussion on the business of team coaching, harnessing 
the collective knowledge of the group and the tutors. It is likely that this will include 
whether we coach alone or work with a co-coach. 
 
Earlier in the programme, we referenced Peter Hawkin’s Five Disciplines model which 
emphasises the importance of a team’s ability to reflect and learn. This creates an 
important backdrop to a collective exercise where we will each share our Personal 
Resource Banks – a fitting tribute to the learning that will have taken place and a 
powerful resource as we leave the programme. 
 
Our final activity involves creating space for our own ending. With respect and kindness, 
we will each be given an opportunity to celebrate what has been achieved, witness what 
we have learned together, give any outstanding questions a place and offer words to 
each other as we recognise that we are leaving this system to start whatever lies ahead. 
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Session Twelve Outcomes 

➢ Learn to develop a proposal, pitch and price a team coaching assignment 

➢ Sole versus co-team coaching 

➢ Assess your readiness for team coaching 

➢ Sharing your learning and your Personal Resource Pack 

➢ Celebrate your progress 

➢ End the programme the way a Team Coach would end a team coaching 

assignment 
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More Tools & Models for Team Coaching 
 

Team Coaching Role Profile 
• An understanding of adult learning principles 
• Training and experience in working with groups 
• A recognised qualification in coaching 
• Experience of one to one coaching 
• An understanding of group dynamics 
• Psychological literacy and understanding of unconscious processes 
• A grasp of organisational life and “Person in Role in System” 
• Sufficient understanding of the values and purpose of the client organisation 
• Ability to inhabit the team’s world 
• Self-knowledge and self-awareness 
• Commitment to regular CPD and supervision 
• Curiosity and warmth towards others 
• Ability to work without bias or judgement 
• Psychological insight into self and others 
• Ability to deliver feedback with integrity and ‘clean’ adult communication 
• Ability to tolerate conflict and anxiety 
• Ability to think on his/her feet under pressure 
• Tact and resilience to forge good working relationships with different members of the 
team and the organisation at large 
• Gravitas, presence and credibility 
• A sense of professional ethics guiding the work 
• An understanding of the ‘power and authority’ of the team coach’s role 
• Being able to provide a ‘safe container’ for the group and maintain clear boundaries 
• To support and challenge their co-coach on all the above 
• To be able to attend to the administrative aspects of the work 

 

How I See 
1. Five adjectives that would most describe me are: 
2. Three key assumptions I generally make about other people are: 
3. Behaviours of others that are likely to evoke in me positive feelings toward them are: 
4. Behaviours of others that are likely to evoke in me negative feelings towards them 
are: 
5. When another’s belief about something very important to me are different than mine, I 
am likely to: 
6. Three phrases that would most describe me in a group context are: 

 

Conflict Questionnaire 
Consider situations in which you find your wishes or opinions strongly differing from 
those of another person. Recall how you behave when it is an issue you care about. 
How do you usually respond to such situations? 



On the following pages are several pairs of statements describing possible behavioural 
responses. For each pair, please circle the 'A’ or ‘B’ statement which is most 
characteristic of your own behaviour. 
In many cases, neither ‘A’ nor the ‘B’ statement may be very typical of your own 
behaviour, but please select the response you would be more likely to use. 
 
1. A There are times when I let others take the responsibility for solving the problem 
B Rather than negotiate the things on which we disagree, I try to stress those on which 
we both agree 
2. A I try to find a compromise situation 
B I attempt to deal with all their or my concerns 
3. A I am usually firm in pursuing my goals 
B I might try to soothe the other’s feelings and preserve our relationship 
4. A I try to find a compromise solution 
B I sometimes sacrifice my own wishes for the wishes of the other person 
5. A I consistently seek the other’s help in working out a solution 
B I try to do what is necessary to avoid useless tensions 
6. A I try to avoid creating unpleasantness for myself 
B I try to win my position 

7. A I try to postpone the issue until I have had some time to think it over 

B I give up some points in exchange for others 
8. A I am usually firm in pursuing my goals 
B I attempt to get all concerns and issues immediately out in the open 
9. A I feel that differences are not always worth worrying about 
B I make some effort to get my way 
10. A I am firm in pursuing my goals 
B I try to find a compromise solution 
11. A I attempt to get all concerns and issues immediately out in the open 
B I might try to soothe the other’s feelings and preserve our relationship 
12. A I sometimes avoid taking positions which would create controversy 
B I will let them have some of their positions if they let me have some of mine 
13. A I propose a middle ground 
B I press to get my points made 
14. A I tell them my ideas and ask them for theirs 
B I try to show them the logic and benefits of my position 
15. A I might try to soothe the other’s feelings and preserve our relationship 
B I try to do what is necessary to avoid tensions 

16. A I try not to hurt the other’s feelings 
B I try to convince the other person of the merits of my position 
17. A I am usually firm in pursuing my goals 
B I try to do what is necessary to avoid useless tensions 
18. A If it makes the other person happy, I might let them maintain their views 
B I will let them have some of their positions if they let me have some of mine 
19. A I attempt to get all concerns and issues immediately out in the open 



B I try to postpone the issue until I have had some time to think it over 
20. A I attempt to immediately work through our differences 
B I try to find a fair combination of gains and losses for both of us 
21. A In approaching negotiations, I try to be considerate of the other person’s wishes 
B I always lean towards a direct discussion of the problem 
22. A I try to find a position that is intermediate between theirs and mine 
B I assert my wishes 
23. A I am very often concerned with satisfying our wishes 
B There are times when I let others take responsibility for solving the problems 
24. A If the other’s position seems very important to them, I would try to meet their 
wishes 
B I try to get them to settle for a compromise 

25. A I try to show them the logic and benefits to my position 
B In approaching negotiations, I try to be considerate of the other person’s wishes 
26. A I propose a middle ground 
B I am nearly always concerned with satisfying all our wishes 
27. A I sometimes avoid taking positions that would create controversy 
B If it makes the other person happy, I might let them maintain their views 
28. A I am usually firm in pursuing my goals 
B I usually seek the other’s help in working out a solution 
29. A I propose a middle ground 
B I feel that differences are not always worth worrying about 
30. A I try not to hurt the other’s feelings 
B I always share the problem with the other person so we can work it out 

 



 

Total number of items circled in each column: 
Forcing     Co-operating    Compromising   Avoiding 
 Accommodating 
 
 
Thomas, K. W., Kilmann, R. H., Ratchford Associates., & Xicom (Firm). (2003). Conflict 
workshop 
facilitator's guide for the Thomas-Kilmann conflict mode instrument. Mountain View, CA: 

CCP 

 

 

Thomas-Kilmann Conflict Mode Instrument 
The Thomas-Kilmann Conflict Mode Instrument (TKI) is designed to assess an 
individual’s behaviour in conflict situations - that is, situations in which the concerns of 
two people appear to be incompatible. In such situations, we can describe a person’s 
behaviour along two basic dimensions: (1) assertiveness, the extent to which the 
individual attempts to satisfy his or her own concerns, and (2) cooperativeness, the 
extent to which the individual attempts to satisfy the other person’s concerns. These two 



basic dimensions of behaviour can be used to define five specific methods of dealing 
with conflicts. These five "conflict-handling modes" are shown below. 
 

 

What does it mean? 
Competing is assertive and uncooperative, a power-oriented mode. When competing, 
an individual pursues their own concerns at the other person’s expense, using whatever 
power seems appropriate to win their position. Competing might mean standing up for 
your rights, defending a position you believe is correct, or simply trying to win. 
 
On a continuum from 0 to 12, your score on Competing is: 
Accommodating is unassertive and cooperative - the opposite of competing. When 
accommodating, an individual neglects their own concerns to satisfy the concerns of the 
other person; there is an element of self-sacrifice in this mode. Accommodating might 
take the form of selfless generosity or charity, obeying another person’s order when you 
would prefer not to, or yielding to another’s point of view. 
 
On a continuum from 0 to 12, your score on Accommodating is: 
Avoiding is unassertive and uncooperative. When avoiding, an individual does not 
immediately pursue either their own concerns or those of the other person. They do not 
address the conflict. Avoiding might take the form of diplomatically sidestepping an 



issue, postponing an issue until a better time, or simply withdrawing from a threatening 
situation. 
 
On a continuum from 0 to 12, your score on Avoiding is: 
Collaborating is both assertive and cooperative - the opposite of avoiding. When 
collaborating, an individual attempts to work with the other person to find a solution that 
fully satisfies the concerns of both. It involves digging into an issue to identify the 
underlying concerns of the two individuals and to find an alternative that meets both 
sets of concerns. Collaborating between two people might take the form of exploring a 
disagreement to learn from each other’s insights, with the goal of resolving some 
condition that would otherwise have them competing for resources or confronting and 
trying to find a creative solution to an interpersonal problem. 
 
On a continuum from 0 to 12, your score on Collaborating is: 
Compromising is intermediate in both assertiveness and cooperativeness. When 
compromising, the objective is to find an expedient, mutually acceptable solution that 
partially satisfies both parties. Compromising falls on a middle ground between 
competing and accommodating, giving up more than competing but less than 
accommodating. Likewise, it addresses an issue more directly than avoiding, but 
doesn’t explore it in as much depth as collaborating. Compromising might mean splitting 
the difference, exchanging concessions, or seeking a quick middle-ground position. 
 
On a continuum from 0 to 12, your score on Compromising is: 

 

 



 

 



 



 

 

 

 

 

 



Process Consulting 
Two group members will serve as process consultants (team coaches) for each process 
consulting segment. Each process consulting segment will consist of the following: 
5-minute period in which the consulting pair “check-in” with each other prior to their 
process consultation work. 
 
45-minute period in which: 
- The group will engage in task #1. The group will decide on the issues they want to 
take up in the segment and then work with it. 
- The process consultants’ role will focus on task #2. They will focus on (a) how the 
group is working – a focus on process and behaviour; (b) what the group is working on, 
and (c) issues of task clarity. 
 
30 minute “de-brief” with the whole group: 
- 10 minutes for consultant experience 
- 10 minutes for group experience 
- 10 minutes for total group sharing 
 
Note: The process consultant (team coaches) pairs may want to meet outside of class 
time to discuss their work together as process consultants (team coaches). 
 

 

 

 

 



 

  

 

 
 
 



Sample Process Interventions Task Process 
Objectives 
“I’m not sure from what I hear that everyone has the same understanding of the 
objective. 
Would someone state his/her understanding and see if others agree?” 
“It’s clear that you are working against very different ideas of the goals of this meeting. 
Until 
you three get clear with Jack what the objectives are, this will go nowhere.” 
“Mary, it sounds to me as if you’re working your agenda in this session which, as I 
understand 
it, is a diversion from the goals here. What do others think?” 
 
Procedure 
“Before you dive right into brainstorming, I think it would be helpful to clarify the steps 
and 
rules for brainstorming as you understand them.” 
“I’m concerned that you’ve immediately started trying to solve the problem without 
deciding 
any of the steps you will take to work through this process.” 
“Bill, I think it would be more effective in the long haul if we paused now and made 
some 
decisions about how we’re going to use the ideas we generate and how we’re going to 
use 
our time. Can you buy in to that?” 

Leadership 
“Maybe it would be a good idea to hear from people what they would like (and not like) 
from 
a ‘leader’ in this group before we proceed further.” 
“It seems to me that you agreed on a ‘facilitative’ leadership style, and it’s now become 
quite 
directive. What do others see? How do you want to change?” 
“John, I think when you evoked that rule that you cut off all discussion. The impact 
appears to 
be that several people are resentful and now not participating. 

Maintenance 
“I notice that most of the discussion is confined to these six people … what’s going on 
with 
you others?” 
“Cindy, you haven’t said anything since very early on … are you still with us or is 
something 
happening that’s keeping you from participating?” 
“Mark, that’s the third time that you’ve jumped in just as Joy was about to speak…. I 
suspect 
that’s why we haven’t heard more from her. Is there something off between you two?” 



“You all seem to be interrupting each other without any attempt to really try to 
understand 
what other people are saying. It seems as if you’re more interested in influencing the 
outcome than building the best ideas.” 
“I think you need to check your decision-making process. It appears that one or two 
strong 
members are ‘railroading’ everything. I also think you need to find out how people are 
feeling 
right now.” 
“Jack, is that story really relevant to what we’re working on?” 
“If I were a member of this group, I would get really irritated when you rephrase 
everything 
into your words before writing them on newsprint … you often lose my meaning!” 
“Can we have one meeting here, please? These side conversations really are 
distracting and discourteous!” 

 



 

 



 

 
 
What to Observe in a Developing Team Rackham’s Behavioural Observations 
Communication 
Who talks to whom? Who is left out? Who talks most often? Who is engaged? 
 
Decision-making 
How does the group select a course of action – is the process for deciding clear and 
explicit? 
What is it – majority, consensus, silence as assent etc? 
 
Conflict 
How is this used to support creative ideas and resolve differences? Who is the peace-
maker? 
Who is typically the trouble-maker? How does the group respond – avoidance, 
compromise, 
competition etc? 
 
Leadership 
How is the leadership function managed? Can it be shared? What style is used and is it 
appropriate to team motivation and task achievement? Are roles and goals clearly 
established? 
 
Norms 
What assumptions or rules determine the team’s norms? What is 
acceptable/unacceptable 
behaviour? How is diversity handled? Do people have a clear understanding of the 
groundrules? 
 
Problem-solving 
How is this done? How is the problem identified? What is the process for identifying 
alternative solutions, analysing consequences and evaluation? How engaged are team 
members in each stage? 
 
 



Group Climate 
What is the mood like? When does it change? Who tends to notice and comment on it? 
How is it brought back to balance? 
Reference: Rackham, N., Honey, P., & Colbert, M. J. (1971). Developing interactive 
skills. Northampton, En: Wellens 

 

 

Power Bases 
1. Coercive Power – People do as I require because I control resources which they 
value. 
I can influence the behaviour of others because I have access to information which they 
need or desire. 
2. Legitimate Power – I have power over others because I hold a powerful position in 
the social or business hierarchy. I bear an invisible label which says “I’m in charge.” 
3. Reward Power – People do as I want because I can reward those who comply with 
my wishes 



4. Expert Power – People do as I wish because they respect my knowledge and 
expertise 
5. Referent Power – People do as I wish because they like me and want to model their 
behaviour on mine 
 
Reflect and summarise: 
1. What power bases do I have/not have? 
2. Which of these sources of power do I use most frequently? 
3. What would I like to have more of? 
4. Which am I least comfortable using? 
5. How do I grow and expand my power bases? 

Goose Story 
Next Autumn when you see geese heading south for the winter, flying along in 'V’ 
formation, think about what science has learned about why they fly that way. As each 
bird flaps its wings, it creates uplift for the bird immediately following it. By flying in a 'V' 
formation, the whole flock can fly at least 71% farther than if each bird flew on its own. 
Perhaps people who share a common direction can get where they are going quicker 
and easier if they co-operate. When a goose falls out of formation, it feels the resistance 
of trying to go it alone, and quickly gets back into formation to take advantage of flying 
with the flock. If we have as much sense as a goose, we will work with others who are 
going the same way as we are.  
 
When the lead goose gets tired, he rotates back in the wing and another goose flies on 
the point. It pays to take turns doing hard jobs for our group. The geese honk from 
behind to encourage those up front to keep up their speed. Finally, (get this) when a 
goose weakens or is wounded and falls out of formation, two geese fall out and follow 
him down to help and protect him. They stay with him until he is either able to fly or until 
he is dead, and they then set out on their own or with another formation until they catch 
up with the group. If we had the sense of a goose, we would stand by each other like 
that. 



 

 

 

 



Evaluation Compass 

 

 

 

 

 

 

 

 


