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Team Coaching Using a Solution-Focused �Reflecting Team�  
 
Below are the steps to follow for a Team Coaching session using a solution-
focused �Reflecting Team� format. For best results ensure one of team 
members or an external consultant facilitates the process to keep track of the 
phases and enforce the precise rules of the format.  
 

PHASE ACTIVITY 

PREPARE  The person who wishes to receive help (the Presenter) comes to the 
meeting with a specific request for help with a practical issue. The 
process works best when the Presenter is able to identify a specific issue 
that is a) solvable, b) within the Presenter�s ability to influence, and c) 
subject to short-term action. 

PRESENT  The Presenter outlines the situation to the team and specifies what it is he 
or she wants help with. The team listens attentively without interruption 
until the case presenter has finished, perhaps taking notes for reference. 

CLARIFY  Team members take turns to ask one question and one follow-up 
question, and then remain silent until their turn comes around again. 
Rounds continue until all questions have been posed (bearing in mind the 
total time available for the overall process). 
 

The team asks questions to understand the situation more clearly. These 
questions are for clarification only (e.g. �what, where, when, who and 
how" questions). �Why� questions are strongly discouraged, as are 
questions implying guidance (such as �Have you tried X�.?�). 

AFFIRM Team members tell the Presenter what impresses them most about how 
he or she is handling the situation that has been described so far (e.g. 
highlighting the skills, talents, attributes, strengths and resources that 
they can see are already being brought to bear by the Presenter). 
 

The Presenter listens quietly to each item of positive feedback and thanks 
each person for the observations and comments offered.  

REFLECT The team members take it in turn to go round the table and offer one 
item at a time of appropriate input. If one person has nothing to offer in a 
given round he or she simply says, "Pass."  
 

The input that is offered contains everything that team members consider 
relevant � for instance technical input, advice, opinions, reflections, 
metaphors� even anecdotes or poetry! The benefit of "reflecting" this 
way is that the inputs tend to build creatively on each other as team 
members offer reflections triggered by previous reflections.  
 

While the team is reflecting, the Presenter simply listens and may find it 
useful to take notes. Note this process is not a dialogue � the Presenter 
can only briefly speak to point out any persistent misunderstandings that 
may occur. The reflecting cycle continues until everyone has said all they 
want to say, or they run out of time.  
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CLOSE When all the reflections have been made, the Presenter responds briefly 

to what has been said.  
 

A useful format for this is for the Presenter to state what he or she 
particularly liked about the suggestions made, to mention what is likely 
to work well in tackling the issue, and to thank fellow team members for 
their time and input.  
 

The final act is (usually) for the Presenter and to set him- or herself a goal 
or course of action based on the reflections. 

 
 
Summary and benefits of the format: 
 
• The Presenter gets practical assistance and advice from a panel of team 

members whose individual input offers a range of perspectives and also 
helps tap into the collective creativity and insight of the team. 

• The first phase, in which the Presenter formulates a clear and concise 
request for help from the team, provides the Presenter with a useful 
chance to think through a problematic issue and get down to its bare 
elements. 

• An atmosphere of openness and supportive collaboration emerges, 
particularly during the Affirm stage of the process.  

• As accumulated ideas and perspectives surface all the team members 
become more aware of the intelligence, wisdom and experience the team 
already contains. A state of positive resourcefulness imbues the meeting. 

• The option to �pass� gives team members a comforting level of control 
over how, when and to what degree they each want to offer their feedback 
to the Presenter. No one is compelled to speak and there is no pressure to be 
�clever� in one�s responses. 

• Used over time with an existing team, this open and supportive format for 
discussing problematic issues will help produce better one-on-one 
relations and a positive group dynamic. 

 
 
 
 
 
(Incorporating materials and methods from Harry Norman, John Henden and Coert Visser.) 


