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CREATE A HIGH-PERFORMANCE TEAM: PUTTING COACHING INTO PRACTICE 
 
Companies large and small are seeking to create workplace cultures that enable creativity, 
collaboration, and accountability. One way to do this is through coaching. Leaders in many 
organizations are finding that using a coach-like approach is an effective way to bring out the 
best in their people, to stimulate engagement and productivity, and to create high performance 
teams. In this session, you will explore the opportunities you have to address current 
management challenges using coaching and you will consider the shift in mindset required to 
become a more coach-like leader. 
 
Learning Objectives: 
 

• Understand what coaching is and how it differs from mentoring, teaching and other 
traditional approaches to leadership. 

• Identify current management challenges in your practice where a coach-like approach 
would increase individual and team performance and create desired results. 

• Review the mindset and personal commitment required for effective coaching outcomes.  

• Develop an increased capacity to be present, develop trust, and partner with others, 
allowing them to own the process of making a diagnosis and developing a solution. 

 
Benefits of Coaching 
 
What are the benefits of coaching as opposed to instructing and what are the benefits to an 
organization of adopting a coaching culture? In his book, Coaching for Performance: GROWing 
People, Performance and Purpose, John Whitmore lists the following benefits of coaching: 
 

• Improved Performance and Productivity: This must be number one, and we would not 
do it if it did not work. Coaching brings out the best in individuals and in teams, 
something that instructing does not even aspire to do. 

• Staff Development: Developing people does not mean just sending them on a short 
course once or twice a year. The way you manage will either develop them or hold them 
back. It’s up to you. 

• Improved Learning: Coaching is learning on the fast track, without loss of time. 
Enjoyment and retention are also enhanced. 

• Improved Relationships: The very act of asking someone a question values them and 
their answer. If a manager only tells, there is no exchange. He or she might as well be 
talking to a load of bricks. 

• Improved Quality of Life for Individuals: Out of the respect for individuals and the 
improved relationships and the success that will accompany coaching, the atmosphere 
at work will change for the better. 



• More Time for the Manager: Staff who are coached, who welcome responsibility, do 
not have to be chased or watched, freeing the manager to perform his or her more 
overarching functions, which in the past he or she never found the time to do well. 

• More Creative Ideas: Coaching and a coaching environment encourage creative 
suggestions from all members of a team without the fear of ridicule or premature 
dismissal. One creative idea often sparks off others. 

• Better Use of People, Skills and Resources:  A manager very often has no idea what 
hidden resources are available to him or her until starting to coach. He or she will soon 
uncover many previously undeclared talents within the team as well as solutions to 
practical problems, which can only be found by those who have to carry out a task 
regularly. 

• Faster and More Effective Emergency Responses: In an atmosphere in which people 
are valued, they are invariably willing to push the boat out when or even before being 
called to do so. In organizations where people are not valued, they only do what they are 
told, and as little as possible at that. 

• Greater Flexibility and Adaptability to Change: The coaching ethos is all about 
change, being responsive and responsible. In the future the demand for flexibility will 
increase, not decrease. Increased competition in the market, technological innovation, 
economic uncertainty and social instability will see to that throughout our lifetime! Only 
the flexible and resilient will survive. 

• More Motivated Staff: Both the carrot and the stick have lost their edge. People perform 
because they want to, not because they have to. Coaching helps people to discover their 
self-motivation. 

• Culture Change: The coaching principles underpin the management style of the high-
performance culture to which many business leaders aspire. Any coaching program will 
help make culture transformation more realizable. 

• A Life Skill: Coaching is both an attitude and a behavior, with multiple applications both 
in and out of work. It is more and more in demand and is an invaluable life skill. 

 
A Definition of Coaching 
 
Coaching honors the coachee as the expert in his/her life and work and believes that every 
coachee is creative, resourceful, and whole. Coaching focuses on where coachees are now and 
what they are willing to do to get where they want to be in the future. Coaching takes an 
appreciative, strengths-based approach to generating positive change. Standing on this 
foundation, the coach’s responsibility is to: 
 

• Discover, clarify, and align with what the coachee wants to achieve 

• Encourage coachee self-discovery 

• Elicit coachee-generated solutions and strategies 

• Hold the coachee responsible and accountable 
 
At its essence, the coach listens, asks questions, and talks in a way that: 
 

• Raises the coachee’s awareness of who they want to be, what they want to do, and the 
key things that are critical to their success 

• Expands their choices for effective action 

• Develops the coachee’s self-trust so that they can design action plans and move forward 
on their intentions 

 



Coaching and Change 
Source: The Adler School of Professional Coaching 
 
Coaching is fundamentally about facilitating change that will lead to desired results, facilitating 
movement from a current state to a more desirable future state. Remember, though, that not 
everyone wants to change and that the coachee is responsible for the change. 
 
Through coaching, the coachee is empowered to own the process of making a diagnosis and 
developing a solution. Coaching requires permission from the coachee. It is not something done 
to someone; it is something done with someone. The primary question in coaching is “What do 
you want?” It’s a dance and the coachee is leading. The coach is always collecting and 
connecting data related to this basic question. 
 
The Coaching Mindset 
 
The mindset of the coach is a critical factor that determines the outcomes and effects of 
coaching. An effective coach … 
 

1. Has positive, optimistic expectations of self, others, and the world. 
2. Has a genuine desire to support others’ development and learning, and is also 

committed to his/her own development. 
3. Genuinely cares about others. 
4. Strives to adopt a Learner, and not a Judger, orientation to life and work. 

 
Using the Art of Improvisation to Be Present in the Moment With Your Coachee 
 
How can the principles of improv (theatre without a script), help you be a more effective coach? 
In his book, Do Improvise, author Robert Poynton notes that “Improvisation is what life does. 
Nothing living, from a bacterium to a blue whale, has a script for their life. Somehow or other, 
every living being copes with untold complexity without a plan, and always has. What improv 
theatre gives you is a way to get to grips with this.” 
 
So, basically, "improv is life" and by using the three simple interconnected principles that 
Poynton highlights in his book, we can have order without control (just like nature does). While 
improv is an integral part of life, we invite you to consider the possibility that every coaching 
conversation is a piece of improv and to explore how improv skills relate directly to core 
coaching competencies like establishing trust, coaching presence and active listening. 
 
Improvisers are masters of two way communication. By focusing on honesty and spontaneity – 
as well as listening, observing, and responding in the moment – they are able to cultivate 
flexibility, and maintain generative relationships. 
 
Improvisational theatre is a co-creative art. It is based on a spirit of generosity where the players 
connect by recognizing and accepting each other’s offers. “Offer” is a piece of language that 
means anything you can do something with; offers can be physical or verbal. A key to having 
generative relationships is knowing how to skillfully accept offers. For improvisers, coaches, 
leaders, and teams, this is a carefully honed, highly powerful skill. 
 
This represents quite a shift in attitude. Instead of trying to bend events (and people) to your 
will, you focus on discovering a way to work with whatever you find. This can be very liberating. 
You realize that you don’t have to know everything. That you don’t always have to be ‘on top of 



things’, that you can allow yourself to be ‘in the thick’ of them. That a simple shift from ‘yes, but’ 
to ‘yes, and’ can make you far more creative. At heart this attitude is founded on humility and 
acceptance, which helps you become more compassionate, especially to yourself. It is a lighter 
way of being. 
 
People think of improvisation as unruly and chaotic but, in fact, it is a discipline with a system of 
rules that guide your conduct. This improvisational discipline has a number of uncommon 
virtues. It assumes that events around you, and the people that provoke most of those events, 
are beyond your control. As a result it discourages you from wasting any time or energy trying, 
in vain, to control them. Instead, it focuses on how to use whatever they give you, even if it is a 
challenge or an objection, and trains you to see these as opportunities. It pays attention to what 
you can control, which is your own attitude and response to whatever happens. 
 
Principles of Improvisation 
 
The principles of improvisation are very simple. They are not rocket science but, instead, more 
like making a paper airplane … with a little instruction everyone can do it. The principles can be 
summed up in six words. They are: 
 

• Notice More 

• Let Go 

• Use Everything 
 
With presence of mind, you can apply these ideas at any moment, in any context. If left to its 
own devices, our human mind habitually wanders away from the present moment. When we’re 
not in the here and now, we dwell in the past, grasping and replaying it, or we project into the 
future, trying to anticipate the unknown (and often catastrophizing).These habitual thought 
patterns don’t serve our ultimate well-being.  
 
The principles of improv help us to be more mindful. Mindfulness is defined as “paying attention 
in a particular way: on purpose, in the present moment, and non-judgmentally.” When we can 
consciously stop regretting things from the past or worrying about what we’re going to do in the 
future and “get out of our own heads,” we can be fully present in the moment. 
 
Notice More 
 
The aim of life is to live, and to live means to be aware, joyously, drunkenly, serenely, divinely 
aware. – Henry Miller 
 
We can choose what we pay attention to. This is about deepening your capacity to be present 
… in the world and to the people around you. If left to its own devices, our human mind 
habitually wanders away from the present moment. When we’re not in the here and now, we 
dwell in the past, grasping and replaying it, or we project into the future, trying to anticipate the 
unknown. By getting caught up in this kind of self-referential thinking, we get in our own way. 
 
Effective approaches to notice more include: 
 

• Get out of your head and “lean into your senses” (e.g. seeing, hearing). The goal here is 
to consciously let more in vs. filtering stuff out. 



• Tap into your intuition and notice more about your own body (e.g. what are you 
experiencing at a heart level or at a gut level?). As an example, we usually experience 
emotions more vividly in the body than in the mind. Bringing attention to the body 
enables a high-resolution perception of our emotions. The better we can perceive our 
emotions, the better we can manage them. 

• In any moment, become intentionally aware of whether you are adopting an attitude that 
is open, curious, and committed to learning or one that is closed, defensive, and 
committed to being right. 

 
Noticing more helps you cultivate greater awareness, find new possibilities, and see 
opportunities you never expected. 
 
Let Go 
 
Life is about not knowing, having to change, taking the moment and making the best of it 
without knowing what’s going to happen next. Delicious Ambiguity. – Gilda Radner 
 
We need to let go of baggage from the past and extrapolations into the future, because they 
stop us from paying proper attention to the present, and the present is where we live. 
 
How might you (and other people around you) benefit if you were to …? 
 

• Let go of judgment and leaping to conclusions. Instantly evaluating what is happening 
through the lens of the past gives you no chance of adapting creatively. 

• Let go of the stories you tell yourself and the assumptions you’re making about people 
and situations. Projecting incorrect assumptions and stories into the future prevents us 
from paying attention to what is actually happening. 

• Let go of your attachment to specific outcomes and in seeking security in plans and 
accomplishments. 

 
Many of us operate from a conscious or subconscious belief that we need to be in control. We 
think that we could never do improv because there is no script. The reality is that we likely get 
ourselves in more trouble when we try to script or control things than when we let go. 
 
It’s possible that we try to control things because, at some level we’re afraid. Afraid of being 
wrong. Afraid of what other people will think. Afraid of failure. These fearful reactions are not 
helpful. We need to embrace this whole endeavor as a process of improving, learning, and not 
knowing it all. The goal is simply to be present.  
 
Letting go means giving up the need to control outcomes and going where the journey takes 
you. Not having a script can actually be quite liberating and we all have the potential to be 
naturally good at it. To what degree is fear keeping you from letting go? 
 
Use Everything 
 
Be where you are; otherwise you will miss your life. – Buddha 
 
Everything is an “offer.” Whatever you face, regardless of how inviting or irksome it may seem, 
is usable in some way. This denies you any excuses and forces you to look harder for what’s 
useful. 



 
To apply this principle, consider that …  
 

• If you view your mistakes as offers you learn fast. You can see a mistake as a “mis-
take”, like an actor on a film set, and look at it as another attempt in an iterative process 
where you are striving to get better. If mistakes are opportunities, you don’t need to 
make apologies, look for scapegoats or find excuses: you just get on with working out 
how to use them. 

• Other people are constant sources of offers. They always bring interpretations, 
experience and perspectives that you don’t have. If someone sees things differently from 
you, instead of thinking they are wrong, see it as an offer. Ask yourself how their point of 
view can enrich yours. 

• You can make it your goal to learn to live with the unrelenting constant of change, 
realizing that even good things won’t last forever and accepting that change is just the 
way it is. 

 
If you want to use what you have, an obvious and easy place to start is simply to ask yourself, 
like MacGyver, “What have I got?” You might be surprised at how much you have overlooked. 
 
Unforeseen consequences, accidents, disasters and delays can all be used to your advantage, 
if you are prepared to consider them as offers. Thinking in terms of using everything reminds 
you to let go of judgment and be grateful for what you have. 
 
 
 

FACILITATE LEARNING & POSITIVE CHANGE: THREE ESSENTIAL SKILLS 
 
The concept of leadership as we know it is dramatically changing. To be an effective leader 
means that you need to focus on the world as it is today and will be in the future, not on how it 
was in the past. In today’s rapidly changing workplace with its emerging post-baby boomer 
workforce, coaching skills are increasingly recognized as an essential competency to facilitate 
learning and positive change for employees. This session will cover three foundational coaching 
skills - active listening, powerful questioning, and direct communication. 
 
Learning Objectives 
 

• Recognize where coaching skills fit in related to the current shift from old, paternalistic 
forms of leadership to more distributed, or collective, approaches 

• Identify personal gaps to effective listening and formulate strategies for improving this 
fundamental dialogue skill. 

• Practice formulating powerful questions that stimulate thought and insight and help 
others dig deeper into challenging areas. 

• Determine how to appropriately incorporate direct communication into coaching 
conversations, where you offer your own perspective and observations to others without 
attachment to being right or attempting to control the outcome of the conversation. 

 
Communicating Effectively: Active Listening 
 
Listening is a fundamental dialogue skill that can be improved with practice. It is an essential 
element of coaching that allows the coachee to feel known, valued and understood. A basic 



aspect of listening is attending – being there and nowhere else. In our culture of multitasking, 
this can be a challenge. The coach must be aware of physical, emotional and environmental 
factors that can distract from the coaching conversations. Examples of attending behaviors 
include: 
 

• Sitting with a relaxed posture in an open position 

• Facial expressions that match the content of the discussion 

• Natural and direct eye contact without staring 

• Respecting of personal space requirements 

• Minimal encouraging/discouraging words or gestures that might inhibit the flow of 
dialogue 

 
The skill of active listening can have a powerful impact on the coaching exchange. It can be a 
stimulus for trust building, increased openness, and collaboration. Some guidelines for active 
listening include: 
 

• Maintain a mindset of genuine curiosity and suspend judgment 

• Listen to what the coachee actually says (verbally and nonverbally) as well as for what 
they don’t say; strive to understand what they really want 

• Allow time for silence and reflection 

• Pay attention to your intuition 

• Notice what makes the coachee withdraw or come alive 

• Seek clarity when things are unclear 
 
Communicating Effectively: Powerful Questioning 
 
Powerful questioning is an essential communication skill that stimulates thought and insight. 
When the coach assumes the attitude of “ask, don’t tell,” it allows the coachee to dig deeper into 
areas of questions and challenges.  
 
A powerful question is typically an open-ended one that cannot be answered with a simple yes 
or no. Questions must come from the coachee’s agenda and follow where the coachee wants to 
go in the conversation. Powerful questions can lead to: 
 

• Increased introspection and clarity 

• Less confusion 

• Greater creativity and thinking “outside the box,” 

• Validation that the coachee is the expert in their own life 
 
Some guidelines for powerful questioning include: 
 

• Ask questions that are for the benefit of the coachee, not that manipulate the coachee in 
any way. 

• Ask questions that are clear and simple, one at a time. 

• Ask questions in a way that facilitates openness instead of defensiveness. 

• Use questions that invite the coachee to look beyond problems towards future 
outcomes. 

• Allow for silent reflection after posing a question. 

• Resist the urge to answer the question yourself (unless you ask permission to do so). 



• Use the coachee’s own words when asking follow-up questions. 

• Honor the coachee’s wishes related to level of disclosure in response to questions. 

• Try beginning questions with “how” or “what” whenever possible. 

• Be truly curious and genuinely interested in the coachee’s responses. 
 
Asking powerful questions with the right intent requires us to let go of the need to fix and to be 
recognized for knowing the answers. To be effective at helping others grow and gain 
understanding, we need to get our ego out of the way. 
 
Communicating Effectively: Direct Communication 
 
Direct communication involves the ability to communicate most effectively during coaching 
conversations. This skill includes using language that is appropriate and relevant for the 
individual coachee (e.g. non-sexist, non-racist, non-technical). Direct communication typically 
leads to coaching conversations that have a high degree of positive impact for the coachee. 
Direct communications can be described as: 
 

• Clear and concise 

• Well-articulated 

• Straightforward and honest 

• Based on what the coach observes and notices 

• Challenging without judgment, when appropriate 
 
Direct communication is utilized when the coach reframes or restates what the coachee says 
without adding interpretation or meaning. It can help to deepen understanding of the coachee’s 
perspectives and how those might be the same or different from others.  
 
Acknowledging or championing a coachee is best accomplished by using direct communication 
so that the message is clear and distinct from other aspects of the conversation. Both of these 
coaching elements serve to help a coachee “see” who they are when operating at their best.  
 
Direct communication skills are critically important when having “fierce” or “crucial” 
conversations - ones that are high stakes and potentially with an emotional charge. When a 
coach must confront a coachee about inconsistencies or contradictions, questions and 
observations must be offered in a straightforward manner that serves as an invitation for the 
coachee to consider what the coach notices. 
 
Giving and receiving feedback of any kind demands well developed direct communication skills 
that encourage dialogue rather than offensive/defensive posturing or debate. 
 
When using Direct Communication within the context of a coaching conversation, there is 
neither a struggle for approval nor an attempt to persuade. There is, instead, an interchange of 
ideas and sentiments, during which you pay attention to and disclose your inner thoughts while 
actively inviting the coachee to do the same.  
 
Effective coaches are transparent. They share what they are thinking - including why they are 
saying what they are saying and doing what they are doing. 
 
 
 



THE BASIC COACHING RROCESS: A ROADMAP FOR EFFECTIVE COACHING 
CONVERSATIONS 
 
Veterinary practice leaders and managers must shift away from the notion of “take control and 
attract followers” to one of “give control and create leaders” if they want to build an engaging 
and productive practice culture. In this session you will learn a three-part framework for 
coaching conversations consisting of Awareness, Choice, and Action to use when coaching 
others for performance and development. This basic roadmap will equip you to assist others in 
clarifying their goals, eliciting their own solutions and strategies, and in encouraging individual 
responsibility and accountability. 
 
Learning Objectives 
 

• Learn a basic coaching model which can be used in working with others to expand their 
awareness, help them explore choices, and facilitate goal setting with accountability for 
desired actions and improved results. 

• Become effective at managing the coaching process, i.e. the atmosphere and 
conversation dynamics, to best support learning, growth and personal responsibility for 
others.  

• Practice using active listening, powerful questions, and direct communication within the 
context of the three-part Awareness/Choice/Action framework. 

• Gain insight on the nuances of effective coaching conversations including how to assist 
others in focusing on possible solutions instead of problems, building on their strengths, 
and tapping into their own intrinsic motivation. 

 
Effective leaders know that the highest performers are intrinsically motivated. Rarely do people 
consistently do well, let alone above average, when they are being pushed to perform or 
conform through a culture of fear. A coaching culture gives leaders a new language and tools 
for inspiring and motivating employees to improve knowledge, increase skill levels, collaborate 
with one another, and take risks that lead to better results. 
 
Process versus Content 
Source: The COACH Model for Christian Leaders by Keith E. Webb 
 
To coach well, it is helpful to distinguish between Process and Content. The Content of a 
coaching conversation includes the topic of the conversation, facts, information, ideas, and 
commitments. The Process includes how the coach and coachee go about discussing and 
working with the Content. 
 
The responsibility for Process and Content is not equally divided in coaching. This lack of 
balance is not typical of other types of conversations and this is what makes coaching so 
powerful. In a friendship conversation Content is provided by each individual in a fairly balanced 
manner - each person shares his or her stories, ideas, suggestions, and advice. If you are in a 
teaching role, you may be responsible for both the Process and Content. 
 
The coach does not provide Content: the information, ideas, or recommendations. In coaching, 
the coach focuses almost entirely on the Process, drawing out nearly all the Content from within 
the coachee. Here’s a comparison of content and process in coaching: 
 
Content – primarily the coachee’s responsibility 



 

• Topic, goal, problem 

• Stories, facts, information 

• Ideas, options, action steps 

• Insights, decisions, commitments 
 
Process – primarily the coach’s responsibility 
 

• Monitors physical setting 

• Establishes trust 

• Draws thoughts and ideas 

• Listens actively, clarifies and summarizes 

• Asks questions to evoke discovery 

• Challenges appropriately 

• Co-creates plans of action 

• Follows-up plans for accountability and learning 
 
Process is mostly about atmosphere and conversation dynamics. All of the Process is directed 
toward helping the coachee make discoveries, find solutions, and move forward in terms of 
understanding and action. As a coach focuses on Process the coachee will find his or her own 
answers. 
 
The Basic Coaching Process 
 
The framework below provides a useful “roadmap” to help shape the flow of a coaching 
conversation in order to enhance its effectiveness. Throughout the process the coach’s 
responsibility is to:  
 

• Discover, clarify, and align with what the coachee wants to achieve 

• Encourage coachee self-discovery 

• Elicit coachee-generated solutions and strategies 

• Equip the coachee to be responsible and accountable 
 
The Roadmap for Coaching Conversations 
 

1. Awareness: Raise the coachee’s awareness of who they want to be, what they want to 
do, and the key things that are critical to their success. 

2. Choice: Expand their choices for effective action. 
3. Action: Develop the coachee’s self-trust so that they can design action plans and move 

forward on their intentions. 
 
10 Tips for Effective Coaching Conversations 
 
1.  Begin with the end in mind 

• What is the focus for your work together with the coachee? 

• What are the coachee’s learning objectives? 

• What do they want to get out of the experience? 
 
2.  Think Awareness, Awareness, Awareness! 



• Mine the Awareness phase for insights and new understanding thoroughly before 
moving on to Choice and Action 

• Ask “what” and “how” questions 

• Understand that the Awareness, Choice, Action framework isn’t always a linear process 
 
3.  Notice opportunities to deepen the learning 

• Don’t take statements at face value. Be curious, check your assumptions and challenge 
theirs. 

• Ask questions that relate to the coachee’s own language by keying in on specific words 
or metaphors  

• Ask “what does that look like?”  
 
4.  Explore needs and values 

• Ask questions like “why is that important to you?” or what would that give you?” 
 
5.  Help the coachee connect with their positive emotional energy 

• Emotional energy is what moves us 

• Information alone doesn’t motivate us to change, emotional energy does. 

• Connecting with positive emotional energy is the key to transformational change 

• Focusing on “blocks”, problems etc. either stimulates analytical thinking which doesn’t 
motivate us or triggers a fight or flight response which doesn’t allow for creative solutions 

 
6.  Focus on what the coachee wants, not on what they don’t want 

• Focus on the affirmative, emphasizing “what’s working”  

• Build on strengths instead of only focusing on deficits 

• Shift the focus of the group toward positive solutions 
 
7.  Create a safe space for the coachee to be heard 

• Seek out and honor their unique perspective 

• Listen to both what is said as well as what is not said 
 
8.  Notice and respond to energy shifts in the coachee 
 
9.  Be vulnerable 

• Ask for feedback 

• When in doubt, ask the coachee 

• Be curious and have fun 
 
10. No teaching! 

• Remember, the coach is responsible for the process, the coachee is responsible for the 
content 

 
 
 

TEAM COACHING: BUILDING RELATIONSHIPS THAT LEAD TO RESULTS 
 
Teams are more creative and productive when they can achieve high levels of participation, 
cooperation, and collaboration among members. These behaviors occur when team members 
share a sense of mutual trust, strong group identity, and group efficacy (the belief that the team 



can perform well together). This approach utilizes face-to-face interaction, group processing, 
and individual and group accountability which provides the focus, feedback, and motivation 
necessary for positive behavioral change. Most importantly, it creates opportunities for 
meaningful dialogue and relationship building that is often neglected in our hectic day-to-day 
work schedules. Leadership in today’s world is less about the power of one, and more about the 
collective wisdom of many. Strong, meaningful relationships are the hallmark of high-performing 
teams. Team coaching is a proven approach to building relationships that lead to results. 
 
Learning Objectives 
 

• Explore a proven process for improving the quality of relationships throughout your 
practice. 

• Learn how you can facilitate self-direction and self-leadership from within your team that 
leads to a collective commitment to action and positive behavioral change. 

• Leave the session with a handful of practical team coaching exercises you can take back 
and use with your practice team. 

 
Most of us find ourselves in groups or teams in all aspects of our professional and personal 
lives. While the experiences vary, many individuals report less than satisfactory team 
experiences. In fact, according to some researchers, teams rarely meet their full potential. We 
believe it is important to explore ways to enhance the team experience so that it exceeds 
expectations and enables teams to achieve extraordinary results. 
 
How Does Team Coaching Work? 
 
At its core, coaching is about helping the person or team being coached change behaviors that 
affect their business goals. Team coaching utilizes face-to-face interaction, group processing, 
and individual and group accountability which provides the focus, feedback, and motivation 
necessary for successful behavioral change. Perhaps most importantly, it creates opportunities 
for meaningful dialogue and for relationship building that is often neglected in our hectic day-to-
day work schedules and routines. 
 
There’s a difference between teams that talk at each other and teams that talk with each other! 
The quality of relationships throughout an organization is vital to building and sustaining 
motivation and productivity, enabling collaboration, and establishing a high-performing 
organization. Strong relationships with management, colleagues, and others enable people to 
spend their time more efficiently, become better problem solvers, and contribute in positive 
ways to the bottom line. 
 
We have discovered that an approach to team coaching that transforms groups and teams 
through conversations and experiential activities and that relate directly to the team’s specific 
context, purpose, and goals is most effective. Rather than being linear, highly structured, or 
prescriptive, it is an engaging, empowering, and emergent process. The role of the coach is to 
facilitate self-direction and self-leadership from within the team that leads to a collective 
commitment to action, positive behavioral change, and forward progress. 
 
Additionally, how each individual “shows up” impacts overall team performance so team 
coaching is designed with a focus on individual as well as collective self-discovery and learning. 
 
What If Your Team Could Achieve Its Maximum Potential? 
 



Study after study has shown that teams are more creative and productive when they can 
achieve high levels of participation, cooperation, and collaboration among members. Three 
conditions need to be present before such behaviors can occur:  
 

1. Mutual trust among members  
2. A sense of group identity (a feeling among members that they belong to a unique and 

worthwhile group) 
3. A sense of group efficacy (the belief that the team can perform well and that group 

members are more effective working together than apart). 
 
Team coaching is highly effective at creating these essential conditions for success. Outcomes 
include: 
 

• Open and honest communication 

• Authentic, respectful dialogue where every team member is heard 

• Appreciation of the unique strengths and perspectives of each team member 

• Willingness to confront difficult conversations and resolve conflict 

• Creative problem solving 

• Alignment of individual, team, and organizational vision and purpose 

• Team behaviors that match and honor shared values 

• Clear goals and priorities 

• Inspired and shared leadership 

• Increased overall performance capacity 
 
“A simple means to support and develop relationships is to create time to think together as staff. 
Time to think together has disappeared in most organizations. This loss has devastated 
relationships and led to increasing distrust and disengagement. Yet when a regular forum exists 
where staff can share their work challenges, everything improves. People learn from each other, 
find support, create solutions, and gradually discover new capabilities from this web of trusting 
relationships.” - Margaret Wheatley 
 
Essential Elements of Extraordinary Groups and Teams 
Source: Extraordinary Groups: How Ordinary Teams Achieve Amazing Results, Geoff Bellman 
and Kathleen Ryan  
 
When you are assigned to join a group, what do you hope for? Focusing on individual and group 
needs is essential for any group to fulfill its promise of a peak experience. Satisfaction of these 
aspirations leads to peak performance. As individuals, we come to groups with a set of mostly 
unarticulated needs that we long to meet through a group experience. Groups are central to 
who we are as we meet important needs within them. This is true of all groups, including the 
work, family, and community groups you are part of right now. This is true regardless of whether 
groups meet on-line or in-person. Think of your experience. When you are asked to join or are 
assigned to a group, you bring with you six personal aspirations that you hope this new group 
will satisfy. We offer them here, organized into three pairs: 
 

• Self: Acceptance of yourself while moving toward your Potential. 

• Group: A Bond with others that grows while pursuing a common Purpose. 

• World: Understanding the Reality of the world while making an Impact. 
 



These instinctive needs are related to each other and are at work at all times—the three pairs 
join and overlap. When multiple needs are met within a group experience the effect is 
synergistic and transformative. Those involved feel energized, connected, hopeful and positively 
changed because of what they have accomplished and how they have done their work together. 
Each of the Six Personal Aspirations is described below. 
 
Acceptance 

• I know and appreciate myself for who I am right now. 

• I know my talents and limitations. 

• I live in awareness of my abilities. 

• I can express who I am to myself and others. 
 
Potential 

• I am growing into a fuller and better self. 

• I sense that I could be more. 

• I am drawn to my possibilities. 

• I want to learn and grow. 
 
Bond 

• We connect creating a shared sense of identity and belonging. 

• We create a safe space for each other. 

• We know who we are together. 

• We each play our parts. 
 
Purpose 

• We reach for common goals together, moving in the same direction. 

• We are committed to our shared purpose. 

• We influence each other. 

• We count on each other. 
 
Reality 

• We understand and accept our world and how it functions. 

• We are alert to the world we live in. 

• We are intrigued by our world. 

• We are ready to respond to that world. 
 
Impact 

• We will act on and change our world. 

• We want to make our world better. 

• We are powerful together. 

• We know we can make a difference. 
 
When these needs are met, inspired members bring their best capabilities to the work of the 
group. A set of observable indicators emerge to create a self-reinforcing positive dynamic of 
peak group performance. Not every group evidences all indicators all the time, but eight are 
always at play: 
 

1. Compelling Purpose that inspires and stretches members to make the group and its 
work a top priority. 



2. Shared Leadership that encourages members to take mutual responsibility for helping 
the group be successful. 

3. Just-enough Structure to create confidence to move forward but not become 
bureaucratic or burdensome. 

4. Full Engagement that results in all members jumping in with enthusiasm, sometimes 
passionately and chaotically, regardless of role. 

5. Embracing Differences so that group members see, value, and use their diversity as a 
strength. 

6. Profound Learning that translates into personal and group growth. 
7. Strengthened Relationships among members characterized by trust, collegiality, and 

friendship. 
8. Great Results, tangible and intangible.  

 
As a result of being in and working with an extraordinary group, members often experience a 
sense of transformation and are: 

• More hopeful 

• More energized 

• More connected 

• Changed for the better 
 
Extraordinary groups and teams achieve outstanding results and members - individually or 
collectively - experience opportunities for personal growth and transformation. The list of eight 
performance indicators above offers examples of behaviors typical of extraordinary groups. How 
does your group or team reflect these qualities? 
 
 
 

ABOUT GIFTED LEADERS, LLC 
 
Gifted Leaders, LLC is an established executive/team coaching and leadership development 
company based in Phoenix, AZ and Seattle, WA. 
 
Our Vision 
 
Our vision is to redefine leadership as a collective capacity (not just an individual competency), 
redesign organizations as networks (not hierarchies), and revitalize workplaces with humanity 
and purpose! 
 
We want to equip leaders to create inspired workplaces that engage people, that utilize each 
person’s unique gifts, and that satisfy their need for meaning and community; to build and 
sustain emotionally engaging organizational cultures that boost individual and organizational 
performance. 
 
Contact Information 
 
Jeff Thoren, DVM, PCC, BCC 
E-mail: jeff@giftedleaders.com 
Phone: 480-710-4347 

Peg Thoren, M.Ed., BCC 
E-mail: peg@giftedleaders.com 
Phone: 602-999-5969 

 
Biographical Sketches 



 
Jeff Thoren, DVM, PCC, BCC  is the founder of Gifted Leaders, LLC, an established executive 
and team coaching company based in Phoenix, AZ serving clients nationwide.  
 
As a creative, independent thinker, Jeff brings new ideas, novel approaches, and 
unconventional solutions to both individual and organizational clients. Prior to operating his own 
company, Jeff worked for small businesses as well as mid-size and multinational corporations. 
He has experience with various organizational functions including sales & marketing, technical 
support, customer service, research & development, and human resources. He’s served on 
multi-disciplinary teams working on initiatives ranging from product development to strategic 
planning and cultural change.  
 
Jeff is committed to building engaging and innovative workplace cultures. He understands the 
mindset required to effectively lead and influence others in a business environment that is 
increasingly uncertain, complex, and ambiguous. His goal is to accelerate the shift from 
traditional hierarchical leadership (where a few leaders at the top exert control) to collective 
leadership (where leadership emerges as a collective capacity from everyone).  
 
He has worked with a wide range of leaders from veterinary practice owners to executive level 
leaders in multinational companies and has coaching/consulting experience in a variety of 
industries including veterinary medicine, healthcare, management consulting, construction, 
architecture, biotechnology, insurance, and semiconductor manufacturing.  
 
A graduate of Washington State University (DVM), Jeff received his coach training through the 
Adler School of Professional Coaching and is certified through both the International Coach 
Federation (PCC) and Center for Credentialing & Education (BCC). 
 
 
Peg Thoren, M.Ed., BCC is a Transitional and Team Coach with Gifted Leaders. She coaches 
and consults with companies in the areas of enhancing positive team dynamics, increasing 
essential communication, identifying individuals’ gifts and strengths, and building positive work 
cultures. Utilizing her background in career development, Peg also specializes in working with 
people in transition, assisting those heading to college; moving into the world of work; 
contemplating mid-career change; or considering retirement. 
 
As a Program Supervisor in the health care field at Kitsap Mental Health, Peg transformed her 
staff into a highly effective and productive team. She was instrumental in providing vision and 
planning, identifying individual skills and talents, implementing a collective approach to 
leadership, and orchestrating program and team development. Under her leadership, the 
program became an example for other similar organizations statewide. 
 
Having managed positive teams and also having been a member of dysfunctional teams, Peg 
has a passion for creating an enjoyable work place, and helping people develop to their full 
potential. She also has a knack for taking “big picture” ideas and translating them into practical 
application. 
 
Peg has a B.E.S. in Counseling and Personnel Services and a M.Ed. in Counseling Psychology 
with an emphasis in Career Development from the University of Missouri. She is a Board 
Certified Coach, receiving her coach training through the Adler School of Professional 
Coaching. 
 


