




Team Performance Coaching Reference Sheet  
Purpose of TMA Team Coaching: to improve team performance by enhancing team-awareness, abilities, processes, and/or specific behaviors
Coaching Best Practices (Hudson, 1999)
· Direct the structure and process of the session
· Make establishing a rapport a priority
· Pay attention to non-verbal responses
· Be open, honest, and non-judgmental
· Ask questions to explore ways team members can enhance future performance
· Listen and reflect back what you hear to discover if your understanding is accurate
· Ensure all team members are participating
· Stay with the agenda, the goal of creating an action plan within time constraints
· Stay in the present and future tenses, always looking for options and possibilities
· Use a “parking lot” for topics that do not relate to enhancing team’s future performance
· End session by receiving a commitment to action from team members and members’ commitment to the team’s development plan

Behaviors that Decrement Coaching Effectiveness 
· Direct the content of the discussion
· Letting the session turn into a “complaining” forum—keep members focused on future improvement
· Offer direct advice to team members
· Dominate the conversation
· Compare team members’ experience with anyone else including your own
· Try to repair the past or to solve unsolvable problems

Active Listening Model:  “EARS”
	Empathize—understand perspective by reflecting emotion, needs, and/or position
	Acknowledge—responsive communication to demonstrate you are listening
	Reflect—repeat key words and pause
	Summarize—periodically summarize what has been said


Suggested TMA Student Team Coaching Process
1. Establish trust with team members by introducing yourself, learning about them, and creating a positive, safe, and supportive environment through agreed upon shared norms
2. Clarify purpose of session, desired outcome, agenda, and roles
3. Facilitate team members in identifying themes regarding strengths and areas needing improvement that emerge in their conversations and relate them to the seven categories of effective team member behavior assessed on the TMA
· Engage in active listening to understand what team members are saying and what is not being said
· Use questions to ensure your understanding and/or to get members to think more deeply about a topic
4. Facilitate team members in prioritizing areas needing improvement and selecting the most pressing
5. Facilitate team members in setting a developmental goal, based on the most important area needing improvement, planning the specific actions required to achieve the goal, creating a timeline, and identifying metrics to track progress
6. Secure team members’ commitment to the goal and action plan and team schedules check-in session to assess progress
7. If requested, schedule a follow-up session

Stages of Group Development (Tuckman, 1965)
Please note for your awareness: groups will move through this four step process, at varying degrees, during their lifecycle as a team. Review the stages to gain a high level familiarity with what developmental challenges might arise during each stage.

Forming
This stage begins when members first come together as a team. Individuals are concerned about acceptance, establishing relationships, and gaining clarity regarding team’s purpose, norms, procedures, and expectations. Since trusting relationships are being formed, most people in a new team setting engage in guarded interactions, hesitate to voice opinions, and strive to avoid conflict. In others, members tend to be on their best behavior to establish a favorable impression and gain acceptance. Members’ focus on establishing relationships, exploring roles, defining boundaries, and avoiding conflicts tends to take precedence over task completion. The forming stage lays the foundation for the team’s future development.  Leaders need to: provide time to allow members to form relationships; clarify the team’s purpose, norms, vision, roles, procedures, and processes; codify how the team has decided to do business in team charter; establish an open and safe climate; and answer members’ questions.


Storming
In the storming stage, trust among members has developed to a level where individuals feel comfortable expressing discontent, challenging roles, raising issues of interdependence, questioning processes, and challenging others members’ perspectives, opinions and/or behavior that violate expectations.  This storming is normal and facilitates the growth of the team, if resolved in a win-win manner.  This stage can be stressful, unpleasant, and emotionally painful to members who are averse to conflict. Leaders need to: ensure group members focus their comments on specific behavior and not individuals; encourage all members to voice their opinions in a developmental manner; resolve conflict in a win-win approach using the process created in the forming stage; keep solutions focused on improving team’s ability to accomplish its mission; schedule time for team check-ins to review how the team is functioning; and let members know that conflict is normal and healthy for growth.

Norming
During the norming phase, members become comfortable with their negotiated roles and begin to value the team’s goals more than their own personal goals. Members refine norms and take responsibility to ensure the group accomplishes its goals.  They start to feel a sense of loyalty to the team and to teammates. Members work cooperatively, conform to team standards and norms, provide developmental feedback to each other, share thoughts on how to improve processes, and work collectively to resolve conflict. During this stage, leaders need to ensure: the team schedules periodic check-in sessions to review how members are working as a team; ensure refinements to norms and processes are captured in an updated charter; schedule time for members to enhance their relationships; and ensure all members are fully brought into the team.

Performing
The performing stage of development reflects effective team functioning because the team has established relationships, worked through issues, adopted a common goal, and refined processes. Members adopt a learning orientation and conduct regular check-ins on how to improve the group’s functioning. They are open to new ideas and comfortable asking for help when needed. Relationships among members are characterized by high levels of trust, care, and loyalty. Teammates are comfortable providing each other developmental feedback and voicing concerns. During this stage, leaders need to: continue conducting check-in sessions to improve the team’s processes and relationships; encourage members; rotate duties to build redundancy; and keep group focused on mission and purpose.



Adjourning 
This is the final stage of group development.  After the team mission is complete, leaders should ensure members are provided the opportunity to collectively reflect on their experiences, the team’s accomplishments, relationships formed, and to celebrate. This time provides members time to say good-bye, draw meaning from the experience, and gain a sense of closure.  
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