
Session 2: Preparation - Contracting 
and working with others



Working with a co-coach



Roles of a co-coach

• Taking notes – for example, interesting words or phrases 
used by the team, interactions between group members 
(you may want to represent these as a diagram), ideas 
for new exercises, feedback for your coach colleague 

• Providing in the moment support
• Monitoring the energy in the room



Choosing a co-coach

What skills, knowledge and experience do you bring?

What do they bring?

How will you integrate these?

What most matters to you in such a partnership?



Benefits of coaching in pairs

Sharing the parallel tasks of 
facilitating the group and 

observing the group 
dynamics

Each coach has frequent 
breaks from intense 

engagement with the team, 
so they remain fresh

Being able to step in when a 
colleague is stuck (for 

example, pointing out a 
group dynamic and asking 
the team what they would 

like to do about it)

More effective debriefs than 
when one coach reflects on 

their own



Learning from your co-coach

Set learning objectives for every team coaching session together

Contract to give each other feedback after the session and during breaks

Have a Team Learning Plan for yourselves

Agree to share one new idea you have gained from reading or elsewhere, each time 
you meet

Agree what you will take to supervision together

Do not confuse peer feedback with supervision



Role modelling being a team

• What are the key behaviours you want to role model?
• What behaviours do you want to avoid as a coach pair?



Build your practice with diverse co-
coaches

Working with the same person builds shared 
trust, appreciation and instinctive responses to 
what is happening in the room

Working with a different co-coach challenges our 
assumptions and introduces us to different 
approaches



Contracting with your co-coach

Alice had meant to spend a lot more time getting to know the team, but in 
practice, she has let them get on with their jobs whole she prepares a draft 
marketing strategy demanded urgently by her boss. She recognises that it 
would have been better to engage the team in this, but her instinctive “if 
you want to do a job properly, do it yourself’ kicked in. She left the door 
open for input from the team, but they were all “too busy”, except Ravi, 
who missed a deadline on another project because he prepared a paper 
on a way-out new product “sniffing chocolate”.

In this practice, your task is to hold a contracting conversation with your co-
coach in preparation for an upcoming one with Alice. 

• What do you need to do for yourself to prepare for this meeting? 
• How do you work together as a team coach pair?
• How do you create psychological safety for Alice?



Module 1 : The Role of a Team Coach

Step Team coach’s action Team’s action

1. Preparation Establish what performance means in this context
Establish how ready the team is for coaching

Consider willingness and readiness for 
coaching

2. Scoping and contracting Clarify goals and timescales
How will we measure the outcomes of coaching?

Understand and commit to specific 
performance goals – task, learning and 
behaviour

3. Process skills development Help the team acquire basic skills of learning dialogue Commit to and practice skills of learning 
dialogue

4. Coaching conversations Lead the coaching dialogue Create reflective space – calm time for 
coaching dialogue and for subsequent 
reflection

5. Process review Briefly review coaching process at end of each session

Review in more depth every third session

Give open feedback about the coaching 
process, and think about how could they 
make it more effective

6. Process transfer Assist team to take more leadership of coaching 
conversation

Take more leadership of coaching 
conversation

7. Outcomes review Assist team to evaluate what has been achieved through 
coaching

Give feedback on team’s presentation to more senior 
management

Take responsibility for the outcomes of 
coaching and reporting them back to more 
senior management.

Team coaching process framework



Preparation

• Interviews
• Surveys
• Observation
• Contracting in all its forms



Preparation: How is Discovery phase 
different to the Diagnostics phase?

• The purpose of the discovery phase is to understand the “big 
picture” of the team – its context, purpose (to the extent that the 
purpose is clear) and the challenges it faces. 

• The purpose of diagnosis is to dig deeper into the 
interdependencies of the forces that drive the team towards 
more effective or less effective collective performance.

• PERILL can guide both processes (see handout How to use 
PERILL in discovery and preparation stage)  



Scoping and contracting

• What are our expectations of ourselves and each other?
• What will success look like?



Six steps of team diagnosis

• Recognising that an issue needs attention
• Gathering data
• Sensing patterns
• Extracting meaning
• Identifying potential for change
• Creating impetus for change



Process skills development

• What skills and insight does the team need to make best 
use of team coaching?



The team coaching conversation

1. Contracting: what responsibilities do we have to each 
other? 

2. Overarching goal
3. Define the issue. Why is it important now?
4. Context: Understand the system(s)
5. Redefinition
6. Seeking individual and collective mindshift
7. Alternative ways forward
8. Decisions – including deciding not to decide
9. Re-contracting



Process review

• How are we changing the way we think, behave and 
decide?



Process transfer

• The team gradually learns to coach itself…



Outcomes review

• What has the team learned? 
• What are the next steps? 



Contracting with stakeholders

1. The team leader
2. A sponsor
3. Yourself
4. The team individually
5. Between team coaches 
6. The team collectively 
7. For external stakeholders



Interviewing tips

Some things to observe:

• How do you create trust for the interviewee?
• How you maintain the focus on information gathering 

without slipping too far into coaching?
• How honest do you think the interviewee is being?
• What recurrent themes, patterns and polarities do you 

see?
• How do you work together as a team coach pair?



Questions to the team leader

• What are team strengths and weaknesses?
• What is the balance between positive and negative 

conflict within the team?
• Does the team understand its collective and individual 

strengths and weaknesses?
• Does the team have a collective will to achieve?
• Is there strong alignment between the goals of the team 

and the goals of the coachee?
• Is there strong alignment between the values of the team 

and the values of the manager?
• What is the capacity of the team for open discussion?



Some starting questions to the team

• What did you do collectively this week that did or didn’t 
meet your collective ideal?

• What did you do collectively this week that took you 
substantially towards achieving a key team goal?

• How do you think you score individually and as a team 
in terms of self-honesty?

• What’s the personality of this team?
• How is leadership distributed in this team?



Preparation: Working with the team 
leader

In this practice, your task is to prepare for your first meeting 
with Alice using the insight you’ve already had from 
contracting with your co-coach and craft some key points 
for discussion. 

• What would you like to understand from Alice? 

• How will you maintain the focus on contracting and 
information gathering without slipping too far into 
coaching? 

2x team coaching pairs each has 5-7 minutes



Before practicum

• Review the Sweet Dreams case study again


