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PRE-TRAINING DAY

For The Team Leaders and Benchmarkers
In the Coaching Mastery Boot Camp

Do you know what Meta-Coaching is?
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

1) Welcome and Introduction to Team Leaders Training Day
We thank you for your commitment to Meta-Coaching and to this training system for
creating Meta-Coaches.  I appreciate your passion and commitment in devoting your time
and energy as do the other Meta-Coach Trainers.  You make Meta-Coaching work as it
does.  
Do you know each other?  Introductions
Your Personal Challenge and Stretch this week.

Why are you here?  What competency do you want to work on this week?
What is your next level of development?  Knowledge, skill, achievement.
What is the biggest development or change that you want to work on?
What has been very best thing that you got from MC?

Our Commitment to You
To support you in your coaching skills, leadership skills, benchmarking skills.
To provide a context for you to practice leading and coaching a group to become
a team.
To build a team together among all of us.
To become a faculty of those most skilled in MC.

2) Preparation for your first meeting with your Group.
Your 40 minutes with your team on Day 1.
Roles and responsibilities.

3) Training in Benchmarking Skills.
3 or 4 Coaching Sessions of 30 minutes; benchmarking and checking to see how much
we are on the same page.  3 or 4 of you will coach today and be benchmarked: who?  3
or 4 will get a coaching session, who?  What will you work on?   Problem, interference,
new potential to unleash.

4) Training in Leading and Coaching the Benchmarking or Group Business Project.
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LEADERSHIP IN COACHING
Coaching Mastery

A Bit of History: In 2005, Michelle and I decided to raise the bar for the Assist Team at Module III of
the Meta-Coach Trainings— Coaching Mastery.  Until then, while we had some tremendous people with
really big hearts on the teams, we had not been satisfied with the overall performance.  So as we have
re-thought the quality of people we needed for the Leadership Team, we realized that we needed to make
specific who we were looking for.  And obviously, we wanted people who would model the spirit and
passion of coaching, people who would be excellent role models, and people who would truly add to the
quality of Meta-Coaching and who would let themselves be challenged and stretched at the training (and
not pretend that they were perfect and were the world’s “experts”).

Each year since then we have typically had more people volunteer than we could use.  And we have
turned away people.  If you are not chosen for this year, please receive whatever feedback we offer as
a gift in order to move to the place where you will be ready and able to contribute next year.  During
2006 and 2007 we have seen that this approach has indeed created much better team leaders with the
result that the participants have experienced a much richer experience and then in 2008 we found that
the team of trainers, leaders, and shadowers were able to get everybody to competency level—and that
was our objective!

The Criteria:
1) Coaching Practice:

Do you have a coaching practice and seeing 10 people a week and making a living by it?
Are you a good role model of coaching so that if people follow your example?
Are you running a successful coaching practice financially?

2) Coaching Methodology
Can you coach at the ACMC level of 2.5 consistently and regularly?
Can you run a team and assist by coaching, that is, by asking questions and not giving
advice, telling, consulting, teaching, training, etc.?
Can you stay focused on details? (Shift to detail meta-program, and meta-detail.)
Can you stay focused on supporting the team and working as a team member? (matching
for sameness, cooperation)
Can you stay focused on coaching and not get distracted (your coaching genius state)?

3) Benchmarking
Can you think and speak in terms of structure and form? (not get lost in details)
Do you know the benchmarks of the 7 Core Coaching skills inside out?
Will you learn the benchmarks of the 7 Core Coaching skills inside-out by the training?

4) Knowledge
Are you thoroughly knowledgeable about the 8 models of Meta-Coaching?
Are you knowledgeable about the Axes of Change? Do you know those benchmarks?
Do you have a Master Prac. certification in NLP?  (Not required but highly desirable.)
What percentage did you get on the checklist: Gauging Your Coaching Skills:  [If you
have not completed it, please do and do so in ruthlessly honesty with yourself.]

5) Meta-Coach in Good Standing
Current on MCF fee.  One small benefit of being on the Team – you get next year’s MCF
fee paid!
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DESCRIPTION OF LEADING A TEAM

C What’s involved in assisting as a leader and coach of a learning team at Coaching
Mastery? 

In the Meta-Coaching System, we use small groups of 5 to 7 participants as a learning team.
This means that leading/coaching these teams is your primary task as a Team Leader.  With
Meta-Coach training, our aim is to be rigorous in holding and raising the standards.
C There will be one Team Leader/Coach for every 5 to 7 delegates.
CC You will be engaged in two functions, i.e., coaching and leading the group and moving

the group to become a team.
C * You are responsible for the team knowing and understanding what they are to do!  You

communicate repeatedly what the Trainers say in the front and help your team members
understand what that means— for their coaching, team work, projects, etc.  If you do not
know or unsure— ask!!

C You will want to acquaint yourself with the meta-programs of the participants in your
group so that you can be effective with them.

C You will be devoting 100 hours to Group and Team Coaching.
CC Prior to Coaching Mastery for ACMC you will receive 2 full days of training in group

coaching and benchmarking coaching skills.
C You will be authorized to be the Team Leader/Coach and the paradox and challenge will

be that you will lead via coaching.  You will not be training, so don’t train, coach!
C You will be asked to create a sense of safety and support to get closeness in the group for

their learning and experience.  It will be up to you to create an atmosphere of safety, fun
and openness.

C Your objectives is to facilitate the competence of the coaching skills in your team, to
keep everyone involved, and to demonstrate a high quality of Meta-Coaching.

C You will give an Encouragement to Commission the whole group on Graduation night.
It is up to you that your team understands that their role that night is to present
themselves and do only do that.

C * Your team is your primary responsibility— spend time with them, give them directions,
support them, connect with them, be available and approachable to them.

Vision for the Assist Team

In the Meta-Coaching System we use Team Leaders/Coaches as a way to provide an expanded
faculty of Meta-Coaches.  To that end we ask that the group is made up of leaders, people
actually engaged in coaching and leading out in their own businesses.  This enables us to create
a team of knowledgeable, skilled, and professional people who will convey the spirit and attitude
of Neuro-Semantics Training.

Being invited to be a part of this Team means you are becoming a part of a select group of the
Meta-Coach Faculty.  We are choosing those who are willing and able to demonstrate the
principles that we teach and who can be, or learn how to be, a good team player. 

Believing that we can do much more together than individually, our aim is to create a collegial
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relationship between us and to help groom the future leaders of Neuro-Semantics.  Our vision
is that together we will live Neuro-Semantics in our relationships with each other.  This is one
of the most important things we can do to promote Neuro-Semantics.  You come as our valued
colleagues and to be our colleagues in this training.  We want you to be our eyes and ears during
the training in order to insure the quality of the training by your own modeling of the best states
and attitudes.  We want you to demonstrate in your coaching and assisting your own creativity,
flexibility, and team spirit.

At the beginning of this training, the participants will be especially looking to you for guidance
and direction.  By your place as a Team Leader/Coach, we believe that you have the skills and
attitude that can provide that direction.  We believe that you have enough self-initiative and
ownership of your own resources that you can make a transformative difference.  We believe that
when there is new material being presented, you can receive such, apply to self even as you listen
to it, and be ready to move into a coaching role in the exercises.

A key thing we want for you is that you have lots of fun, help us make the learning environment
fun, a safe learning context, one in which the participants will be encouraged to experiment and
grow.  Neuro-Semantics and Meta-Coaching is not about being right, it’s about continuously
learning, discovering, and improving to unleash our own potentials.

Our hope is that you will personally receive a lot from this training, things that support your own
transformation.  You will get lots of experiences with new patterns and processes that we will
introduce and hands-on practice with what you already know.  Often your experience will enable
you to ask the kind of questions that facilitate the development of the participants, so keeping that
in mind, do feel free to enrich the times we entertain questions and do “Open Frames” for the
group.

In Neuro-Semantics one of our key presupposition is, “When you get serious, you get stupid.”
So be sure to have lots of fun, make lots of new friends, practice your NLP skills, and apply
everything you can to yourself.  Your own openness, vulnerability, playfulness, and go for it
attitude will go a great way to making this a great training.
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ACCEPTANCE AS A TEAM LEADER

Congratulations!  You are on the Team!  You are a part of the Team at Coaching Mastery and
that makes you one of the Meta-Coach Training Faculty.  You are one of the few who have
earned the right to this place of leadership.  And it is precisely that—a place of leadership.  So
to prepare you for what will happen, the requirements of the role, the criteria we have put in
place, and the challenges that we will be presenting to you, I have put these pages together as a
resource for you in terms of group coaching and leadership.

As a member of the Assist Team you will have two key responsibilities:
1) Leadership in the Group and Team Coaching of 5 to 7 people.  This is perhaps the
most critical role in the Meta-Coach Training System—one that can make or break the
training.  What you will get from this is experience (and lots of it!) in group/team
coaching (and a certificate for that), but even more so— experience in leadership.  To
that end, we want to prepare and coach you via this paper and during the training in
leadership.

2) One or two logistical responsibilities which will be part of creating a smooth running
and successful training.  What you will get from this is the advanced responsibility and
skill of both task and relationship management.

Your Two Major Objectives with the Groups
Your primary job to supervise, lead, and manage your group of coaches-in-training to
create the environment in your group to enable them to become engaged with the
processes, the learnings, the group experiences, and to feel supported.  Our criteria for
you will be that you build trust, inspire responsibility, and evoke a team spirit. 

As a leader, you will be (1) directive and task-oriented at times, giving instructions, setting forth
the structure and criteria of Meta-Coaching and (2) then at other times you will be supportive,
caring, praising, and emotionally involved.  These two forms of leadership will depend upon the
situation, your skills and style, and your group.

1) Group Tasks:
There will be some tasks for you to accomplish with your group.  One key task is to get
everybody up to speed on the coaching skills and content knowledge.  We want you to
make it your goal to create a high performance team and to enable and empower your
team so that they get the learnings and integrate them well into themselves.  At times we
will also give your team some performance tasks (e.g., benchmarking).  The design is to
put them under pressure to see how they cope.

As a leader, we have invested you with the position authority to determine who will be
fully certified and who will be provisionally certified.  In the end, we will be depending
on your evaluation and judgment call and we will be working with you to get specific
persons up to speed as much as possible.  We need you to scope out those who will need
help from day one and let us know.
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2) Group Relationships:
Your mission is to work with your group so that they become a “team.”   We want to see
the develop a supportive team spirit, contribute their gifts and skills to the team, feel
cared for, valued, and supported.  Ultimately, Neuro-Semantics and Coaching is all about
relationship.

As a leader of the team, we cannot give you the necessary personal authority to win the
hearts and minds of your group.  You will have to do that and that falls back to your
attitude, confidence, skills, and personal presence and interaction with your group.  You
will be leading out in showing your group how to benchmark each other as you will be
doing it to them first.  This demands that you know the benchmarks and have developed
your own coaching skills in giving feedback effectively —personally, warmly, kindly,
toughly, firmly, behaviorally, with confidence, with respect, etc.

What’s Your Leadership Style?
C Are you a leader?  Do you think of yourself as a leader?  
C Are you more directive and task-oriented or more democratic, permissive, and people-

oriented?
C Which is your strength and orientation and which is your weaker orientation?
C How much flexibility do you have to move between task and relationship?

Are you dressing like a leader?  Do you look like a professional coach?  Is your demeanor such
that they could pick up on that?  As you coach and lead your team, use the roles in the Axes of
Change— Challenging to Awakener, Prober to Provoker, Co-creator to Actualizer, and
Reinforcer to Tester.  These will be your leadership roles—confronting, giving feedback,
reinforcing small approximations, challenging, etc.  In the larger group, lead out by asking
questions for your group and empower them to ask higher quality questions.  Celebrate with your
group and challenge them to celebrate with each other in the larger group.

Feedback from Teams (2009-2010)
The feedback we have received recently has emphasized that people want more
leadership from their team leaders.  They want the leaders to define their roles more
clearly.  So as team leader, repeatedly do that, give directions via questions, and make
sure that anyone who misses some time is brought up to speed about that’s happening.
At the beginning of 2011, we had the same feedback— teams want their leaders to be
leaders and be more involved, more engaged with them!
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What do you get out of it as a Benchmarker and Team Leader?

You have the opportunity to fully re-experience the Meta-Coaching System and now, from an
entirely different perspective.
C You already know the content, and yes, you will find that content to become deeper and

enriched in your understanding in these 9 or 10 days.  And while that is extremely
important in itself, which is why Meta-Coaches regularly re-visit, there’s much more that
you will uniquely experience.

C You have the opportunity to experience Coaching Mastery at the structural level.  This
was almost impossible when you first experienced Meta-Coaching.  There was too much
content, too much focus on the core competencies and reaching benchmark.  But now you
can truly step back and see the structure, the form of coaching and begin to really grasp
its essence— its core.

C And even though I’ve experienced Meta-Coaching many, many times, even I keep
learning each and every time.  I take notes after the coaching sessions about what I am
now learning and I am learning to notice how certain questions, statements, and responses
elicit various responses in a client. 

C You also get to expand the core competencies of coaching from coaching an individual
to coaching a group and working simultaneously with a collection of minds—and seeking
to coach them for a collaboration.

C What you will especially learn and experience is the receiving and the giving of feedback.
Your skills in these areas will especially be developed as you set and receive information
from coach, client, and meta-person and then give feedback to all three.

C To benchmark a coaching session requires that you learn and practice the giving /
receiving feedback skills.  I think you will probably learn to be twice as effective as a
Meta-Coach due to this.
C Receiving: To look deeply into a session, see its structure, flow, theme, to hear

specific words, themes, patterns, tones.  To track and detect patterns, to calibrate
states.

C Giving: To coach the person by mirroring back what you saw and heard, to do so
with rapport so you are warm, personable, caring, confirming, and validating.
Being succinct (to the point, brief, short), confrontative (pulling no punches,
candid, straightforward), and systemic (relating everything to the KPI, holistic,
treating the person as a whole).
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Part I:

IN YOUR ROLE AS
GROUP COACH

** When You First Meet Your Group  **

Perhaps the most critical moment for your leadership will be the first moments when you come
together with your group on Day 1.  What state will you be in?  What would be your best state
for enabling the individuals to feel comfortable with you, to trust you as a confident leader, to
become more ready for the adventure, etc.?  It’s critical that you begin by setting the frames that
will guide and lead the group.  The frames you set will establish the direction, style, and
expectations.

You will be saying 7 things.  Take these words, make them your own and be ready to deliver
them on Day 1 in the second hour.  As Team Leader, can you follow this procedure?  I hope so!

1) Pacing their state.  (1 minute)
[Pacing]  “Well, here we are!  Are you nervous?  Who is a bit anxious about everything
you’ve heard this morning so far?   Who’s a bit excited?  I felt a lot that way my first time
through Meta-Coaching.  Who’s wondering, “What have I got myself into?”  Who’s
worried about making the grade?

2) Your Leadership Role and their Buy-In (2 minutes):
I have been designated your Team Leader and my
commitment to you is to support each and every one of you
through the training processes, the coaching sessions, and the
group projects.  Is that okay with you??  Good.  The standards
are high and rigorous.  Meta-Coaching is not hard, it is rich.  Do you know that?  My job
is to not only help each of you individually, but to coach you as a team so that all of us
on this team can help each other.  Is everybody here willing to do that?  I know that many
of you come here as leaders already—and that be challenging for you to take a non-
leadership role.  Is that true for any of you? [hands]   Then I want to remind you that great
leaders are also great followers and team players.
• Define your Role 
• Get Buy-In

3) Feedback and Accountability (2 minutes):

Notice the structure:
statement– question.
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At the end of these 8 days you are going to evaluate my skills as a team leader and give
me personal feedback how I can be a better group coach, my strengths and weaknesses.
So I need your help.   The other side of things is that I am here to be the eyes and ears of
the trainers and to evaluate each of you in terms of your readiness for assessment.  I will
be benchmarking your coaching skills.  So as we get started, I want to ask you two
questions:

1) Will you give me permission to lead you as a team so that I can do the best I can at this
task? [Yes]

2) Will you help me in the role of leader by helping all of us in this team be the best
supportive learning team possible? [Yes]

4) Time Keeping (1 minutes):
Thank you.  I appreciate that.  As group leader I’m responsible for being the time-keeper,
so there will be times when I will interrupt you and give you a 1 minute or 30 second cue.
My time-keeping signal is ______ and my “time-out” signal is ________.

5) Intensity of the Training (3 minutes):
This training is going to be intense.  This is intentional.  For
some of you, it may become very, very intense.  That’s why
as this group becomes a truly supportive team—we will
have the ability to help each other.  Among the pressures
and intensity:
C Information overload: so much to know and use about NLP and NS.  Axes of

change, self-actualization Quadrants, Matrix model, etc.
C Time pressures: long hours
C The Challenges: testing, benchmarking, performance.
C The personal nature of coaching itself: dealing with issues, changing.
C The issue of control: the rules of the training, the things we “have to do.”  How

well does that settle as an independent adult?
C If you have a “reflective” learning style— you will have to find time to reflect

after hours ... that is not part of this training!

6) Self-Disclosure and invitation for each participant to disclose Self (3 minutes each, 6 and
you (7) so 21 minutes):

As we get started, I will tell you about myself —coaching focus, business, practice, NLP
and NS background, and 2 of my personal goals for this week, then we will go around
and have each of you do the same.

A) If someone overtalks: interrupt, set boundaries, give feedback.
B) If someone has lots of questions: defer to question time, Parking Lot.
C) If someone begins to lecture, teach: note, comment on it, mirror back, interrupt.
D) if someone is too quiet: mirror back, invite to share.

7) Invitation for co-creating the Norming (remaining minutes):
We have been asked to move from being a “group” to being a “team.”  That’s one of my

Do you know why?
Why do we use pressure,
stress, and demanding 
performance?
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tasks this week, to lead and coach you — us— in becoming a team.  So, how can we help
each other reach certification, accelerate our learning and skill development, and have
lots of fun??

Your Task as a Team Leader

As Leaders of your teams and when you benchmark of all participants, you serve as our eyes and
ears.  We need you to record the names of each team member and how they are going day by day.
The Record has a column for each of the 8 days for you to record:

1) Scores for each skills they demonstrate in each session.
2) Any comments about their coaching, participation, experience as a team member etc.
3) Times they are absence.
4) Meta-Programs that stand out.

1) Keeping Track of your Team 
Foremost: Who is in your team, how are they doing, where are they at, what do they
need?  When are they present?  When are they gone?  How much are they learning,
participating, etc.?  At the end, are they at the place to receive the Certificate that
indicates that we believe that they are ready to be seen in the world as a Meta-Coach?
• Are you spending enough time with them?
• Are you providing enough guidance?
• Do you know what each is working on?  Skills they are developing?

2) Identifying the meta-programs in each of your group members.
While your team members are more than their meta-programs, their meta-programs drive
their strengths and weaknesses.  As you learn to identify specific behaviors and language
that indicate their meta-programs, you may at times when you think it appropriate call
their attention to them.  For example, you may say something like, 

“Jane, let me invite you to do a step back with me for just a moment.  As you
expressed that, Are you aware of the meta-program you are now demonstrating?”

Once you do that you will want to explain as the team leader and team coach what you
are doing.  “From time to time, I will be bringing awareness to you, to your expressions,
to the group, and to the experience at that moment of your patterns and meta-programs.
My intention will be to be a mirror  in real-time so as to expand your meta-program filter.
Do I have your permission to do this?  Can we all have fun and enjoy this growing /
developing process?”
C Are you now filtering globally or specifically?  Suppose you shifted to the other

side?
C Are you matching right now or mis-matching?  How is that impacting things?
C Are you now internally referencing or externally?  What state are you in as you

do that?
C Is your attention on your Self or the Other right now?  How does that feel?
C Are you In-time or out-of-time (through-time) as you experienced that?

3) Feedback at the end of the program.
As most of you will have already know, we are continually evolving, refining, and
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enhancing the Meta-Coach Training content, logistics, and assist team processes.  As you
go through this particular MC training, you will be in a meta-position, possibly for the
first time, possibly for several times.  You will no doubt see many new things that work
well and see opportunities for improvement.  Yet we ask that during the training itself
you sort for sameness by matching for the criteria that we have set forth rather than for
differences.  Seek to match the logistics and team processes for the “unseen” dynamics
of the frames that we have set.

Our challenge to you: 
How effectively can you replicate and be the most outstanding Team member in this
training? 

At the end of the training we will, as a team, have a review meeting to gain your insights
about what worked well and your ideas for improving the logistics and team processes.
That will be the time for sorting for differences, not during the training.

In your teams, you will have some participants that will test you by complaining about
the structure, processes, and design of the training (especially the trainers and
perfectionists!).  Your job is to match the system design and help them discover and
realize its value.  It will not be to your benefit or theirs if you “sympathize” with them in
such a way that you encourage their dissatisfaction.  As a leader, that will be one of the
critical points where you will be called upon to lead them to follow the MC System as
it is today.

Feedback via the Assist Team Director *(If there is someone for this role)
Our design on the MC trainings is to have an Assist Team Director who will typically not
have a team to lead.  The responsibility of this person is to direct you in your role through
directive leadership, mentoring, and coaching.  This person will also be responsible for
directing all of the logistical tasks of the training through you.   Many of the directions
for you will be fed back and communicated through the Assist Team Director.  He or she
will be charged with offering you feedback throughout and at the end of the training for
your ongoing development as coaches and leaders.

You are not an Assistant Trainer, but a Team Coach.  Your team reflects your ability to
bring that group together as a team.
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Logistical Role Descriptions

The following are the job and role descriptions for the logistics of the training.  Each Assist Team
Leader will have one or two of these roles to play.

1) Registration
C 1 or 2 persons to register each person at start of the training, welcoming and framing their

participation in the training.
C A master list of names will be provided with the dates for tracking attendance for each

day.  On the first day participants will receive a manual and name tag.  Daily attendance
will be tracked and monitored. 

Name Tags
C At the end of each day, every name tag will be collected and stored on a Name Tag Chart.

We want a chart as a flat sheet of paper for each team that has each person’s name written
on it in a space the size of the name tag so the name tag sets on top of the person’s name.
This enables us to know who is present, who is not, who has taken a name tag, who has
not.

C To ensure that each morning each participant pick up his or her name tag.

Flip charts
C At the end of each session (primarily during breaks), a group of flip charts identified by

the Trainers will be taken down and attached to the walls of the training room.
C The flip charts will be put up in a way to indicate the progression of the presentation so

that a person could follow the themes around the room. 
C Ensure each morning that there’s enough flip chart paper for the day.  Prepare flip chart

paper and menus for the Group’s Benchmarking exercises.

Room Tidiness
C At the end of each session (during breaks) or during a group process, tidying the room,

paying special attention to removing coffee, tea, and water cups, straightening the chairs,
removing extra chairs added to the main body.

C Count chairs and put only the amount of chairs as there are participants in the room,
including Team Leaders who also sit in the main body.

C Ensure that before each exercise, there are chairs set up for 2 or 3 persons.
Venue Communicator
C This is the person who is to be the sole communicator with the Venue contact for all

food, beverage, etc.  Typically this person will be a staff member of the Organizing
Sponsor.

C Temperature: The temperature of the room will be set at (68f or 18c) and not changed by
anyone except for the Venue Communicator.

C Door noise: If the training room door is noisy and self-locking, the door is to be taped
open so that it does not make noise when people enter and leave the room.

Music and Sound and Time Keeper
The music and sound person will be the master time keeper for the training—keeping track of
each break and exercise, and will be responsible for cuing the call back music at the end of a
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break or exercise.  We typically select and use music to compliment the training sessions and
participation.  The music that’s required for the MC Training include the following:

1) Call back song: High energy popular song.
2) Writing music: soft background music that suggests creativity.
3) Exercise music: upbeat, creative.
4) Break music: contemporary, light, fun.
5) Induction music: relaxing, for visualization.

C Microphone batteries will need to be changed each morning before the start.
C Music will be pre-selected each day in conjunction with the Trainers.  The music will

need to be cued and ready to go so that there are few sound “gaps.” 
C Mic-runners: When a trainings is being recorded, ensure that the participants who are

asking questions are speaking into a microphone. 

Team Leaders
CCCC Participant attendance: To keep track of each member of your team, tracking when they

leave the room during the main sessions, their return, and returning on time from breaks.
If any participants miss more than 1 hour of the training, their Certification will
automatically become provisional and they will have to make up that time.

C Fun: You are charged with the most audacious responsibility of making this training one
of the most playful and fun experiences that you can have and that you can invite your
team to have.

C Team Meeting #2: The training hours are from 9 am to 9 pm.  You will be required to be
present for the daily Assist Team Meeting at 8:15 each morning (8:15 to 8:45).

C Team Meeting #2: There will be another 30 to 40 minute Assist Team meeting each day
between 6:15 and 6:45.   We conclude the sessions each evening at 6 pm. after the
induction, giving participants an hour.  At that time we will meet and have Dinner
together.  The dinner will be arranged each evening for the Assist Team; typically this
will be a light meal. 

C The evening sessions are from 7 pm and conclude at 9 pm.
C Knowledge and skill base: To ensure that you have studied all 7 of the Core Coaching

Skills benchmarks and that you are familiar with the Assist Team Benchmarks.
C Clothing: Bring professional clothing and layers to accommodate the temperature in the

training room.

Shadowing: MC Trainer Internship
If there is a Meta-Coach who has already been a team leader at least once and who is also
a Licensed Neuro-Semantic Trainer, he or she may be at the training to shadow the Meta-
Coach Trainer or Trainers.  Shadowing involves closing following every activity in the
training, tracking the activities, frames, processes, and talking through the structure with
the Trainer.  Those who are shadowing will often be asked to co-lead various parts of the
training.

The Internship for becoming a Meta-coach Trainer is a three-year process.
1) Licensed as a Neuro-Semantic Trainer and Meta-Coach.
2) Certificate as a Team / Group Coach.
3) Shadowing a Meta-Coach Module III.
4) Meet the Neuro-Semantic Leadership Criteria.
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5) Sponsor and Co-Train Module III.
6) Contract discussion and signing

TEAM LEADER AGREEMENT

The following is the Agreement between yourself as a Team Leader and the Meta-Coach Trainer
or Trainers.  Please read carefully, ask any questions that you need to and then sign and date the
agreement.

___ I will follow and keep to the schedule and processes of the Meta-Coach Training
System.
___ I will follow the daily instructions in the Leader Team meeting each morning and
evening.
___ I will asking questions if I don’t understand what I’m supposed to do.
___ I will use questions in coaching and leading my team (rather than teaching, lecturing,
training, etc.).
___ I will bring 3 written KPIs statements with me to the Training Day prior to Coaching
Mastery for what I want to gain from the training as a Meta-Coach and/or Team Leader.
___ I will be on time and keep my group on time during the training.
___ I will give a Commission to the graduates at the Graduation Ceremony.
___ I will get my ego out of the way as I work with my team and with the rest of the
Leadership Team.
___ I will facilitate the development of my group through the group-development stages
(forming, storming, norming, and performing) so they will become a team.
___ I will coach my team on their performance of the Benchmarking Project.
___ I will spend 15 minutes with each member of my team sometime during the training.
___ I will be actively involved with my group as a Coach.
___ I will follow the lead and guidance of the Meta-Coach Trainer/s.
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Team Leader: _________________________________  Team Name: __________________________________

Team Members:      Days of Benchmarking of Coaching Sessions 
2          3                     4    5           6                    7                  8

1) ________________________     
Supporting ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Listening:    ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Questioning ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

     Meta-Questioning  ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____    
           Inducing State ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
        Giving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
   Receiving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

Strengths / Next Steps
____________________________________________________________________________________________
 ____________________________________________________________________________________________

2) ________________________     
Supporting ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Listening:    ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Questioning ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

     Meta-Questioning  ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____    
           Inducing State ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
        Giving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
   Receiving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

Strengths / Next Steps
____________________________________________________________________________________________
 ____________________________________________________________________________________________
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Team Leader: _________________________________  Team Name: __________________________________

Team Members:      Days of Benchmarking of Coaching Sessions 
2          3                     4    5           6                    7                  8

3) ________________________     
Supporting ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Listening:    ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Questioning ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

     Meta-Questioning  ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____    
           Inducing State ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
        Giving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
   Receiving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

Strengths / Next Steps
____________________________________________________________________________________________
 ____________________________________________________________________________________________

4)  ________________________     
Supporting ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Listening:    ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Questioning ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

     Meta-Questioning  ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____    
           Inducing State ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
        Giving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
   Receiving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

Strengths / Next Steps
____________________________________________________________________________________________
 ____________________________________________________________________________________________
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Team Leader: _________________________________  Team Name: __________________________________

Team Members:      Days of Benchmarking of Coaching Sessions 
2          3                     4    5           6                    7                  8

5) ________________________     
Supporting ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Listening:    ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Questioning ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

     Meta-Questioning  ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____    
           Inducing State ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
        Giving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
   Receiving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

Strengths / Next Steps
____________________________________________________________________________________________
 ____________________________________________________________________________________________

6)  ________________________     
Supporting ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Listening:    ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
Questioning ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

     Meta-Questioning  ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____    
           Inducing State ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
        Giving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____
   Receiving Feedback ____ ____   ____ ____      ____ ____    ____ ____    ____ ____  ____ ____     ____ ____

Strengths / Next Steps
____________________________________________________________________________________________
 ____________________________________________________________________________________________



© 2014  L. Michael Hall, Ph.D. Assist Team Training Manual-20-

LEADING, MANAGING, AND COACHING
YOUR TEAM

How do you handle your team?  What do you do each day when you are with your team?  Here
are some things to keep in mind.

1) Communicate.  Communicate.  Communicate.
Keep framing and framing again the structure, intent, and purpose of the training.  Don’t
assume that saying something one time means everybody heard it!  There will be some
frames that you will want to set again and again with your team.  Set your frames 10
times!

2) Connect.  Connect.  Connect. 
Keep connecting, relating, talking, engaging.  They need you!  They are looking to you
for information, knowledge, ideas, support, care.  Provide it.  Keep asking: How do you
need support from me?

3) Coach— don’t be seduced into other roles.
Choose the questions you answer.  Some questions are best answered in the small team;
some in the larger group.  Refer questions to the Parking Lot, to the Panel.  Coach as you
answer questions.  Don’t be seduced into become a professor!

4) Record!   Take notes of experiences.
Have paper with you and your team score sheet so you can keep notes of what’s said and
what happens.   On the morning of Day 8 you will spend 40 with your team leading group
feedback on how the group functioned as a group over the 8 days and receiving feedback
about your leading and coaching of the group.  Take notes as people offer you feedback;
we will talk about such at the Team Leaders meeting that evening. 

5) Orient your team to the structure. 
Take the Score Sheet with you to the team each day and help them to know where they
are on reaching competency level.  Be sure to clearly define your role and do repeat from
time to time.  Check on your group from time to time: is everybody clear about their role?
What role are they playing?  What role could they be playing?  How is the group
functioning?  Communicating?  Involving everybody?

6) Calibrate!  
Keep calibrating each day to each person’s states and ego-strength.  How is each person
doing?  How are their states?  Energy level?  Ability to receive feedback?  Participating
in the group?  What needs to be put on the table?  What needs to be mirrored back?

7) Take time to spend time with each team member.
Aim to spend 15 minutes to talk with each member, give them a personal touch with your
time and spirit.  Perhaps eat lunch with some of them.  When you check in, make it clear
that it is not just “chatting” but you are doing so in your role as Group Coach and Group
Leader.  During Days 2 through 4, try to benchmark all of the members of your team.
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That will give you more insight about each person.

8) Play between the Coach and Leader hats.
Which are you best at?  Least effect at?  Play with the interchange of the two hats with
your group.  When engaged in the Benchmarking Project, lead about the structure of the
project and coach about the actual doing of the project.  Don’t do it for your team!  Get
involved as fully as you can.  It is also your project.  You will be choosing the project.

9) Invent your own group processes.
How will you name your team, create team rituals, bond with your group, work through
conflicts, etc.? 

10) Support and Challenge.
Once you have rapport and trust with your group— it’s your job to challenge them!  Lead
by directing through asking questions.  Keep exploring with your group.

11) Dealing with Problems
Keep current and don’t let problems go for long and fester.  If someone leaves the group,
debrief that with the group.  If someone gets rigid, defensive, judgmental, deal with that
immediately and with the group.  Model effective confrontation skills!

12) Invite your team to step back, to take a Meta-Moment to reflect on itself.
Reflect: What roles are each of us playing?

How are we doing?  How could we do better?
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SEVEN HIDDEN QUESTIONS
The Psychological Nature of Groups

“If you’re not thinking all the time about making each person more valuable, 
you don’t have a chance.

What’s the alternative?  Wasted minds?  Uninvolved?
A labor force that’s angry or bored?  That doesn’t make sense.”

Jack Welch, CEO General Electric

There are 7 questions that we all ask when we enter into a new group.  There are 7 questions in
the back of our mind about the group and about ourselves as we enter into it.  And these 7
questions have to be addressed by the group leader if we want people to enter and participate in
a healthy way so that the groups itself stays healthy and effective.
CCCC What is a highly effective team by like? 
C What are the key factors of teams?
C What variables play a significant role into a group becoming a successful team?

Questions Factors Description Problems & Challenges
for Groups and Teams

People experience Coaching / Leading
they enter into a Requirements
new group

1) Is it safe? 1) Safe Group is safe enough for people Fears, threatening, posturing
2) Open   to be vulnerable, truthful, honest, positions, rigid, closed, playing

Real, candid, to confront. games, inauthentic.
Handle change
Have I made it safe?  How can I?

3) Flexible Can adapt, open conflict,
Self-awareness, disclosure
Are we flexible?  Can we be direct?

2) Am I 4) Inclusion Welcomed, accepted, invited in, rejected, criticized, disdain,
included? Supported Left-out, excluded.

3) Will I 5) Empowering  Control, a voice, make a difference Controlled, ordered, rules,
have some    Competent, response-able, energy. Resistance, Bureaucracy
influence?    Self-determination. Feels dead.

4) Do I count? 6) Creates Personal Significance, feel important, Disrespect, humiliation,
Significance sense of honor, esteem, valued. Insult.
7) Respectful

5) Will I have 8) Emotional Liked, like, fun, bonding, friend- Dislike, endured, impersonal
fun?  Will it Connection ship, compatible, nurturing.
be emotionally   9) Likeability Self-aware.
satisfying?
Can I be me?
Can I be authentic?
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6) Can we 10) Team spirit Cooperate, collaborate, team spirit. Incompatibly, in-fighting, 
work together? 11) Teamwork the ego is in the way.

7) Can we bring 12) Facilitating  Facilitating self-actualization in all Holding people down; not 
out the best in   Potential in all   members of other team. seeing or speaking to the
each other for  potential of the people.
peak performance?

The design is to create self-actualizing groups which will empower everybody as part of the team,
members who support each other, and take responsibility.  Characteristics of self-actualizing
groups:
C Alive and energetic with a focus
C People self-determining and adult
C People are self-aware
C Honest and open about facts, situations, feelings
C People feel significant and recognized for themselves
C People are competent and empowered
C People are cooperative and friendly
C People feel supported and enabled

Indepth look at the factors that make a team effective an that leads to good team work:
1) Safety: 

Are we on the same team?  Do we have a sense of working together to achieve something
bigger than ourselves?

    Openness:  
This requires openness, self-awareness, and self-responsibility.  Teamwork improves
through honest exchanges of opinions and feelings, face to face openness, and each one
taking responsibility for what he or she brings to the team.  Teamwork improves through
effective sensory feedback so people can be honest, avoid colluding to avoid issues and
work through conflicts.

Reducing the number of secrets brings people closer.  Everybody is in the
communication loop.  Secrets create distance and is toxic.
Open atmosphere encourages people to be aware and express feelings.
Honesty: honest feedback.

3) Self-Responsibility.
Are we able to be responsible for ourselves within this team?

4) Self-Awareness:  
In all of these facets of groups, teamwork is dependent upon the self-awareness of each
person, their willingness to be who and what they are in the team and work with others.
Willing to be truthful and open with each other.  To the extent the group creates and
nurtures an atmosphere that supports self-awareness, the better the group will operate and
the stronger team spirit will emerge.

Open discussions of our strengths and weaknesses to facilitate greater self-
awareness.

6) Flexibility and adaptability; work together, work through conflict
Teams bounce back from conflict, they handle it well.  They do not fail because they
disagree or have different goals or different approaches.  They fail to work only when
people become rigid.  And they become rigid due to feeling personally threatened.  (P.
117). It is rigidity that depresses compatibility.  Will Schutz. (1994), The Human
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Element. 
“Success depends on team members’ ability to deal effectively with one another and adapt to
changing conditions.  If people in our group are compatible, we can devote all of our abilities to
solving our work problems.  We can be flexible enough to adapt our behavior to changing
situations.” (Schutz, p. 150)

Group Checklist:
The factors play a role in our experience in this group.  What do you believe about how you will
handle a group?  How much energy, spirit, thought, emotion will you invest in the group?  How
do you believe you will you be treated?  Low (0) to high (5)
1B) Openness: 

__ I feel open and aware.
__ I feel safe with the group.
__ I know myself and I know others.
__ I see that information and decisions are open.

       Safety:
__ I don’t have to be right.

2) Inclusion: 
__ I feel included, a part of the group.
__ I feel alive.
__ I feel stimulated in the group.
__ There’s a role for me to play and contribute.

3) Control: 
__ I feel in control of myself.
__ I feel I have influence with others in the group (determining  procedures).
__ I feel responsible for my part.
__ I feel accountable and able to hold others accountable.
__ I feel that I can contribute to the decision making. 
__ I feel there is a distribution of power and control.

      Competent: 
__ I feel able to handle the group, conversation, discussions, decisions.
__ I feel strong enough to reveal a weakness.
__ I feel competent to take risks and be open.

4) Significant: 
__ I feel significant, respected, and honored.
__ I feel seen and appreciated for myself.

5) Likability: 
__ I feel liked.
__ I like myself. 
__ I like others in the group.

6) Team spirit and teamwork
7) Performance

__ I am more creative and whole within the group than alone.
__ The group stretches me so I discover new potentials.
__ We are able to be more creative, more intelligent together than alone.
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HOW TO LEAD / COACH YOUR TEAM

Commission for Team Leaders:
Your task is to take a mixed group of people who don’t know each other and have little
to no connection and turn them into a team, a high performing team.  You will be asked
to deal with their meta-programs and differences, and to invite them through the group
dynamics of team building.  Re-acquaint yourself with the materials in the Meta-
Coaching TM about Group and Team Coaching.

Criteria for receiving a certificate as a Team Coach: 
1) Cohesiveness.  Create a cohesive team: build up a consensus of your people.

2) Facilitation:  Facilitate the group processes without doing them for them and without
instructing them about how to do them.  It’s not about teaching and training, about giving
advice, it is about coaching them as a group so they become a team.

3) Engagement:  Actively involved in coaching and giving feedback.  Confronting what’s
happening and empowering the group to deal with it.

4) Punctuality:  Being punctual.  You are responsible for keeping the time.  When you
hear that you have 15 minutes in your groups, mark your watch and get the group back
on time.  Coach the group to handle its tasks in a timely manner.

5) Healthy Self-Care:  Take care of yourself.  Get the rest and food that you need that will
enable you to be a good model of a well-balanced coach.  This will be a very intense
week and you will be putting in extremely long hours.

6) Fun and joy:  Coach the team so that they have lots of fun and massive pleasure in the
process.  If you get serious, you will get stupid.  If your team gets serious, the team will
get stupid.

7) Effectiveness: You will be evaluated for how well your team performs, coach your
group to become a high performing team.  Group activities: daily Introductions,
Benchmarking an intangible.

Tracking a coaching session
Congruence
Non-judgmental awareness
Self-regulation
Problem Solving
Succinct
Needs analysis

Coaching and Leading the Benchmarking Project
1) Can you act out, gesture, mime each of the levels of the benchmarked skill? 
2) The importance of getting a clear definition of the concept and operationalizing that
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definition as much as possible.

Being succinct: The ability to be brief, able to get to the point, avoid repeating oneself several
times.

Graduation Preparation
Commissioning the new Meta-Coaches

1) You will prepare a 2 to 3 minute Commission.

2) Design: To inspire and motivate and set a departing frame.

3) Structure:
Use a poem; inspirational quotation; 

4) Theme: 
Identify one thing that is important to you about coaching, about meta-coaching,
about the community, etc.  
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BUSINESS PROJECT
You and your team will be working on a Coaching Project during your time at the boot camp of Coaching
Mastery.  From 2003 onward, we have made the project that of benchmarking a skill or an intangible
value.  The design for those projects was threefold:
C To learn the process of benchmarking.
C To learn in more depth a particular coaching skill or value.
C To experience being a team member and being coached as a group to become a team.

In 2012 we introduced a second project for Groups at Coaching Mastery: To present a specific business
skill and/or experience.
C Create a document of Principles and How-to-Skills (content information).
C Write out the Principles and Skills.  Detail the skills so that they are behavioral description.

Make 4 copies by lunch time of the day of the presentation: Day 7.
C Demonstrate the principles and skills in a 12-minute skit (experiential information).
C Present to the following criteria:

C Clarity: Do you understand it? — 10 points Quality of Content –10
C Precision (no nominalizations or metaphors) — 10 points
C Complete (at least 5 principles and 5 skills)— 5   points
C Paperwork completed on time — 5   points Quantity of Content –8
C Professional (sophisticated, ethical) — 5   points
C Practical (pragmatic, actionable) — 5   points
C Entertaining (engaging, playful) — 3   points Entertaining – 5
C Creative — 3   points
C Skit within the 12 minutes — 3   points

Among the business context, skills, and experience, the groups will be creating and presenting one of the
following:
C 1) An Introduction session to sell a coaching program to an individual.
C 2) A Needs Analysis session with a company manager.
C 3) A Negotiation session for selling a Coaching program into a corporation.
C 4) A Business Breakfast or Evening Intro. for selling Meta-Coaching.
C 5) A Presentation in the boardroom to HR to bring Meta-Coaching into the company.
C 6) How to Brand yourself as a Meta-Coach.
C 7) Creating a Coaching Culture in an organization or business.
C 8) Managing upward to influence supervisors, managers, CEO.
C 9) Administration skills: How to administer the systems in a coaching business.

The value and benefit of doing this is the following:
C You will get to work on an important business aspect of coaching.
C You will get to see and learn other business aspects of what works/ doesn’t work from the other

teams.
C You will get to use your Team Leader as facilitators of this Project and experience team

coaching.
C You will get to interview and model the other team leaders and the trainers to bring their

experiences into the planning and presentation.
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Benchmarking Project #1

You are an intimate part of the Benchmarking Project that you lead and coach your team to
complete.  Do not start it and walk off.  Stay with the group all the way through!  It is your
project as well as theirs.

1) Identify what you are going to benchmark.
What?   What word or phrase summarize this?  
This will typically be a skill or a value and stated as a nominalization.

2) Contextualize the subject of the benchmarking project.
In what context?
Where?  When?  With whom?

Before you de-nominalize and come up with lots of actions for it, contextualize
it. Set constraints and boundaries for the skill or value that you will benchmark.

3) Funnel the behavioral elements of the term— the nominalization described as a value or
skill.

What actions?   What are the 3 core competencies of X?
What sub-actions within those actions?
Put the actions as behaviors, code them as verbs and make the verbs more and more
specific.  Repeat this process until you have 3 to 6 core competencies that make up the
skill or value.
Role Play the skill or value — If I could see you actually doing that, what would I see and
what would I hear?

4) Sequence the behaviors and put into a strategy.
What is the behavioral order that makes most sense?  What comes first, second, third,
etc.?
Does the order make sense?  Is it logical?  Can you create a flow chart of it?
What is missing?  Anything?  
Do you have the “bare bones” of the strategy?  Everything that is sufficient and
necessary?

5) Identify the criteria — the standards —for each of the core competencies that you will use
to set your measurements and make your evaluations.

What is the criteria for Core Competence #1?  Repeat for each.
What criteria establishes basic “competency” for that skill or value?

6) Identify what additional skills, actions, qualities enrich the skill or value. 
What would make this X elegant?
What would make it excellent? 
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Benchmarking Project #2

In 2012, rather than having your team take an intangible skill or value and benchmark it, we will
be doing something different.  Each team will be given one of the Core Coaching Competencies.
• Your task as the leader of the team is to help your team take the operational definition

and the sub-skills and to create one or more patterns.

• The pattern is to be a pattern for developing a coach’s ability to full perform that skill.
 The pattern is to have the following features:

4 to 7 steps.  
A design statement.  A description of the pattern’s design (purpose, intention).
An elicitation question.  The question a person can use to initiate the pattern.
A caveat statement.  When it is not to be used, or warnings about how it could be
misused.

 
• The team will write the pattern out in full covering 1 or 2 pages, make 4 copies of it and

turn it in at lunch time on Day 7.
It is recommended that the Team “run the pattern” and practice it to work through
the possible bugs.

• The team will then Present the Pattern on the evening of Day 7 (in the 8 day Coaching
Boot Camp, Day 9 for those who run Coaching Mastery in two parts). 
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REVIEW AND FEEDBACK ON DAY 8

On the last day you will have 30 minutes with your team to review “group coaching processes”
in the larger group and in your small group.  This will enable you to help everybody reflect on
the group coaching that went on in both places throughout the week.  Then you will have 30
minutes for feedback for you as a Coach and as a Leader.  The following are questions for that.

Group and Team Coaching: Using the forming, storming, norming, and performing stages of
a group’s development, invite the group to think through the group process coaching skills that
enabled them to move from being a group to a team.

1) Did we move from being a group of people to a team?  To what extent?  How
successful were we in doing that?
2) How did that work (or not work)?   What processes enabled us to become a team?
3) What did you bring to the team that helped?  Your gifts, strengths, etc.?
4) What did you bring to the group that challenged us?
5) What have you learned about being a team-player and helping a group become a team?
6) Where would you rate yourself on being a good team member?  Team player?  0 to 10.
Why?  Would everybody agree with that? 
7) Those of you who ae leaders, how challenging was the group experience for you?

Criteria for an effective Team and team leading/ coaching:
1) Cohesiveness.  Create a cohesive team: build up a consensus of your people.

2) Facilitation:  Facilitate the group processes without doing them for them and without
instructing them about how to do them.  It’s not about teaching and training, about giving
advice, it is about coaching them as a group so they become a team.

3) Engagement:  Actively involved in coaching and giving feedback.  Confronting what’s
happening and empowering the group to deal with it.

4) Punctuality:  Being punctual.  You are responsible for keeping the time.  When you
hear that you have 15 minutes in your groups, mark your watch and get the group back
on time.  Coach the group to handle its tasks in a timely manner.

5) Healthy Self-Care:  Take care of yourself.  Get the rest and food that you need that will
enable you to be a good model of a well-balanced coach.  This will be a very intense
week and you will be putting in extremely long hours.

6) Fun and joy:  Coach the team so that they have lots of fun and massive pleasure in the
process.  If you get serious, you will get stupid.  If your team gets serious, the team will
get stupid.

7) Effectiveness: You will be evaluated for how well your team performs, coach your
group to become a high performing team.  Group activities: daily Introductions,
Benchmarking an intangible.
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Team Leader Feedback: The second part (30 minutes) is for the team leader to receive feedback
from the group. 

What worked well?  What skills were successful?   What would take my skills as a group
coach to the next level? 

Be sure to get someone to be a scribe for you and record the information you are given.  What
is said and by whom?

1) How did I (or we) do as Team Leaders?  In terms of Coaching the team and Leading
the Team, what did I do well?
2) What would take my skills to the next level?  What would be a stretch that you can
offer?
3) Anything else that would enable me to be a better team coach and/or a leader?
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Part II:

THE BENCHMARKING ROLE
You are the benchmarker!   Your task is to benchmark the 7 Core Coaching Skills in groups of
3 over the 8 days of Coaching Mastery.  You will be benchmarking 21 times.

The Challenge of Benchmarking
1) Thoroughly know the 7 skills — and 100 sub-skills!  

Use the “lines” format to learn all of the sub-skills and to familiarize yourself with the
feedback form that we use.

2) Know how to think systemically about the 7 core skills:
Focus on Level 3 — Competency: What behaviors indicate competency?

Is there enough of these behaviors?
Are these behaviors related to what the client wants (client’s outcome and KPI)?
Do the behaviors have the necessary quality to indicate competency?

Below Level 3 — less than competency, something to work on.
What does the person need to work on?
What will take to next level?

Above Level 3 — Remember, a full Level 3 means the person is fully competent.  That is
the PCMC level!  2.5 is the ACMC level.

So no “3" unless the person is so fully competent that there nothing else is
needed to be fully at the PCMC level!
Be very strict and rigorous about this.

1) Know how to Score effectively.
Days 2 and 3: No one gets a 2.5.  If you have to, give a 2.4.  

2.5 means that the person is at certification level and that you are ready to put the ACMC
credentials on that person and send them out into the public.  Would you send one of your
loved ones to that person to be coached?  If not, then 2.4 at most!  What does the person
need so that you’d send your loved ones to him or her for coaching?

Is there enough?  For a level “3" we want to see 1 level 3 behavior every minute of
Supporting and Listening.  22 in 22 minutes; 30 in 30 minutes.  If those relational
behaviors are occurring 1 every 2 minutes on average, then 1.5.

Weight of the sub-skills.  Each set of sub-skills are listed from lightest to heaviest in terms
of the weight of the sub-skill— how much weight it carries for manifesting the skill.
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4) Know how to give feedback to the Coach you are benchmarking.
Set Frames with your group of 3 before you begin.  “I am your benchmarker and your
consultant.  I will be interrupting you.  My commitment to all three of you is to see and
hear as much as I can and feed back the most important in terms of what you are doing
very well and what are your next steps to become an effective Coach.  You are not here
to practice coaching wrong so when things are going wrong I will interrupt, provide some
direction.  At any time, feel free to stop and consult with me as your supervisor.”

Purpose of the practice.  Do not let the coach practice wrong.  Give a little rope, for a
minute or two, then pull the person in to find out what’s happening.   “Let me interrupt
you for a moment, Where are you in the process?  What’s your strategy right now?”

Feedback and consult by asking questions.  Demonstrate the coaching approach in how
you interact.  Do NOT teach.   Draw the distinction out of them.  “Was that a rhetorical
or leading question?”  “Did I just hear a judgment?”

Keep your eye on judgments.  Sometimes judgments masquerade as a “celebration” or
“encourager” as in “good, great, excellent.”  Or as a “confrontation.”  The Issue is: By
whose standards and criteria are you using the word ‘good’?
First days: Eliminate the interferences.  First days (2-4) are usually about unlearning,
getting rid of the things that are undermining the coaching, bad habits of listening,
supporting, questioning, state induction.

Make sure the session is real.  Is the client role playing?  Or giving something trivial to
work on?  Give feedback and challenge the client.  The goal is for the coach and client
to be authentic.

The six levels: 0 -1 -2 -3 -4 -5 are the conceptual levels (see  Benchmarking Intangibles, p. 42).
            Zero: opposite of the skill
            1 and 2 beginning development; unconscious and conscious incompetence
            3 is full competency
            4 is expertise – person in the zone operating at full expert level.

5 is mastery – the expertise is no longer dependent upon being in the zone. Can be
produced regardless of state of health, context, environment, etc.

The five behavioral levels for each skill is the sequence:  0 – 1– 2– 2.5 – 3 and 3.5
2.5 is “good enough” and so the benchmarks for the ACMC credentials. Full competency
develops with practice and experience (PCMC credentials).
3.5 is the top of all of the behaviors – the actions that we can see, hear, detect, etc. at the
sensory-based level. When a person begins to do listening at a 3.5 he or she will almost
simultaneously be supporting at a 3.5 or questioning.  The skill is so integrated into the
coach’s style that it is hard for the observer to determine if it was listening, questioning,
framing, etc.  The integration of the skill creates a new level of elegance.

If a person then does all 7 skills at 3.5, we say that the 7 skills “gestalt” into a 4 —
Expertise. Here skill and personality or style all combine so that it is all intricately woven
together.  It is a 4 when a person can do this when he or she is “in the zone” –it is a 5 if



-35-

can do it at any time or place.

How to Score in Your Benchmarking

The following is for a 25 (or 30) minute coaching session — which is what all of the session
except one will be.

Supporting:
For a 2.5, the coach has to have 1 mark for the level-3 skills per minute.  For a 25 minute
coaching session, we are looking for approximately 25.  Approximately because it could
be 20 to 25 — the quality of the actions can count for more than 1 if the coach is doing
some truly quality responses.  Similarly, the lack of quality in the responses can make 25
to 30 less than the 2.5 mark.

Now if there is a general rapport of posture, voice, and energy and 25 marks, then the
person has reached 2.5.  If there is a mismatch in posture, voice, and energy, then there
will be a degree of 0.1 subtracted from the 2.5. 
C Voice: Measure in decibels.  If 4 (client) and 6 (coach) — difference is 2 so

subtract 0.2.  If 7 (client) and 6 (coach), subtract 0.1.
C Energy: use a 1-10 scale, if difference is more than 2 than subtract 0.1.  Energy:

forcefulness of movements, speed of movements.
C Posture: Use a 1-10 scale and an image of two people dancing, if dancing is

“complete matching” of two people in rhythm with each other, then in degrees
from 1-10, differences of 1 subtract 0.1.  Remember to consider cross-matching,
partial matching, appropriateness of matching something.  Subtract 0.1 for any
mimicking.

C Gestures: The only “gestures” that count are those that are semantically loaded
or connected.  That is: Gesture + Word(s) = Possible Semantic Gesture/ Space.
Count one mark (/) for each one identified and/or used.  Subtract 0.1 for each
one missed.

All of this requires a dialogue— constant checking with the client about what is being
said (“Acknowledgment”).  After an acknowledgment, it is perfectly okay to check with
a testing question, “Is that right?”  An acknowledgment does not count if the coach
immediately turns the client’s words into a question. 

Listening:
* Listening is the key skill in Coaching, where there is little to no listening to the client,
there can be no effective use of supporting, questioning, feedback, induction, framing,
etc.  This makes the quality of the coach’s listening absolutely critical.  
C Repeating specific words: This is the basic requirement.  No need to count these!

 Notice 5 or so unique terminology.  Expect these until or unless they are missing
or they are being paraphrased.  Then subtract 0.1 for each paraphrase.

C Clarity checks: In 25 minutes, we expect 4 to 7.  Underline in red pen (or some
color that stands out) every word the client could have asked the client about
regarding how the client is using that term.  For each 2 or 3, subtract 0.1.
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C Things not heard: In this category which is at level-1, you will record things that
the client says—as he or she says them—which stand out as important and
semantically significant.  If the coach does not mention it, mark it as one item
“not heard.”  For each one, subtract 0.1 or 0.2 (depending on the semantic weight
of what was not heard.)

Under listening, repeating specific words is assumed until or unless the coach does not.
How can you tell?  When the client paraphrases or when the client fails to use some of
the client’s highly significant terms.  Then mark down 0.1 points for each one.

Questioning:
Questioning is how we coach and facilitate.  
C WFO Questions: The first set of questions are the outcome questions— what does

the client want?  Ideally, ask all 18 of the questions, minimally ask at least 8 of
the questions to get an outcome that is well-formed rather than vague and ill-
formed.  Minimally: What? Context? Do what to get? and How know?   Subtract
0.1 for each WFO questions below 8 in 25 minute session.

C Exploration and Testing: As the coach asks for the WFO, the coach should be
interspersing them with exploration and testing questions.  These help to give
more fuller understanding of the Outcome questions.

C Quality Control Questions: These are questions that enable a coach to check the
congruency of the client’s system.   The constructs may be ineffective and
unuseful for the outside world (i.e., they may not work), but at least they are
congruent and fit for the client’s inside world.

C Questions for you as benchmarker:
C Does coach use the initial question?
C Does coach ask WFO questions in sequence?
C Does coach hold the outcome frame?
C Does coach notice when questions are not answered?
C Does coach repeat question until answered?
C Does coach ask testing question to confirm?

State Induction
In effective coaching, the coach communicates in a way so that the client emotionally
experiences the meanings being discussed.  What do we want a client to experience?
Curiosity, exploration, learning, trust, decision, focused attention, etc.  In benchmarking
focus on what the coach is doing that induces, evokes, and elicits the client’s experience.
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USING THE WELL-FORMED OUTCOME
QUESTIONS AS A DECISION TREE

L. Michael Hall, Ph.D.

As a benchmarker, I expect you to know all 14 (or now 18) of the WFO questions by heart and
be able to use them and to detect them in a coaching conversation.  The more you can facilitate
the coaches-in-training to learn these and to learn how to use them— the more effective they will
be as Meta-Coaches.
C Ask the well-formed outcome questions sequentially.  Ask them one by one, if yes

answer, get more details until you have every indication that the person is fully answering
yes.  If no, then you have a problem as indicated by the third column.  Now you have you
next what (your smaller what) to work on.

C So in service of your big what (the answer to question #1), answer this smaller what.
This is what is in the way or stopping the next progressive step.  How do you handle that
what?  Look at Column four— this identifies the Coaching Conversation that is indicated
by the problem and this will be the solution.

C Within this solution there are many, many possible interventions— hundreds.  There are
as many interventions as there are patterns in NLP and Neuro-Semantics and in other
disciplines.  The solution category provides the general category of Coaching
Conversation that the client needs.  Satisfy that and you are ready to move down the list
to the next WFO question.

Well-Formed
Outcome
Questions

Positive
Response
Gives an answer

Response indicating a
Problem
Doesn’t know something and
so needs to know or do
something.

Coaching
Conversation
Indicated 

Target:
1) What do you want? 
Are you stating it in the
positive?  What does it
look and sound like?

Yes, it is stated
in the positive
and described
empirically.

No I don’t know what; I
need to know and to get
clear.

#1 Clarity for understanding

3) Why do you want
that?

Yes, I know the
value of this, the
benefits I will
derive.

No I don’t know; I need
more energy and motivation
to do this.

#1 Clarity
#2 Decision: Is it important
to you?  Is it important
enough to go after?

Context:
5) Where do you want
this?

Yes, I know
where this will
occur.

No, I don’t know.  I need
more understanding and/or a
plan.

#1 Clarity
#2 Decision
#3 Plan

4) When do you want
this?  When do you
expect to achieve this?

Yes, I know
when and have a
time-frame for
my goal.

No I don’t know.  I need to
know and/or decide on when
to plan for this.

#1 Clarity
#2 Decision
#3 Plan: Develop a time-line
and a schedule for it.
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6) With who?  Who is
involved?
(Relational context)

Yes, I will do
my myself; or
Yes, I know the
persons I need
to enlist. 

No, I don’t know.  I need to
find a partner, suppliers,
customers, etc.  I need to
develop a collaborative
team.

#1 Clarity
#2 Decision
#3 Plan

Process:
7) What do you have to
do to get what you
want?

Yes, I know
how to do this. 

No, I don’t know how.  I
need the how-to knowledge.

#1 Clarity
#3 Plan
#4 Experience

8) Can you do this? 
Start it and sustain it? In
your control? 

Yes, within my
realm of
response.

No, it’s not within my
control.  Or it is partly
dependent on others to make
some response. 

#1 Clarity for a new Target.
#5 Change as an adjustment
of the current target that is an
ill-formed goal as it is.

9) Can You?
10) Have you? 
11) Steps? Stages?

Yes. No, I need to discover the
actions or know more of the
actions that will be required.

#1 Clarity 
#3 Plan

12) Do you have a plan
for the steps and stages
of the goal?

Yes. No, I need a plan.  I need a
strategy.

Plan.

13) Do you have
milestones and a way to
gather feedback to
monitor your progress?
14) Any interference?
Anything to stop you?

Yes. No, need to design a
feedback process and
identify monitoring system.

#1 Clarity
#2 Plan

15) Do you have the
internal and external
resources?

Yes. No, need resources. #4 Experience
#5 Change
#6 Confrontation

Criteria Frames:
15) Do you have the
internal and external
resources?  Are you
resourceful enough to
make this happen?

Yes. No. #4 Experience
#5 Change
#6 Confrontation

3) Is it compelling?  Do
you really, really want
this?  Do you have a big
enough intention to
govern your attentions?

Yes. No, it’s not compelling or
not enough.  I need to add
energy to it so it feels more
motivating.

#4 Experience
#6 Confrontation

16) Is it ecological?  Fit
into all the areas and
systems of your life?  Is
everything within you
aligned with this?
17) Have you decided?

Yes. No, it violates some of my
highest values.

#2 Plan
#5 Change
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18) How will you know
that you have reached
your goal?  What
evidence will indicate to
you to stop?

Yes. No, don’t know how to tell. Clarity.
Decision. 
Plan.

.

Layers of Small Whats...
The first what is the most important and the biggest one — Question #1: What do you want?
That sets the direction, the focus, and the target that you are seeking to hit.  Every time you hit
a snag in the pathway on to that goal, the bright future that represents— you have a smaller what.
These whats are revealed by the answer no to any of the WFO questions.  This gives us the
following smaller whats.

1) The What of Intentionality.  Do you know what intentionality is driving you?  Is it big
enough why?  Is it strong enough?  If not, your first problem is intentionality.  Answer
Question 3.

2) The What of Context.  Do you know the context of your desired outcome?  Do you
know the what of that context?  If not, this is the next problem, so answer Questions 4-6.

3) The What of Action. Do you know what you have to do and have a well-developed plan
for carrying out what you need to do?  If not, then focus on satisfying Question 7.

4) The What of Responsibility.  You?  Do you know the what of who’s problem it is and
who can solve it?  If not, then you may have an ill-formed goal that you can do nothing
about, or only some and it depends on someone else.  If to the question “What can you
do about it?” the answer is “nothing” or “very little,” then this what is a problem and you
need to adequately explore and answer Question 8.  In your control or influence?  9
(Capacity), 10 (memory) and 11 (steps).

5) The What of Accountability.  Do you know what you need to have present so that you
can measure progress, identify and use milestones along the way, and receive the
appropriate feedback that will shape and hone your behavior so you can reach you
outcome?  If not, then answer Question 12 (Plan) and 13 (Monitor for feedback).  14
(what stops you?).

6) The What of Resources.   Do you know what you need as either an external resource
(time, money, personnel, knowledge, etc.) or internal resources (courage, determination,
resilience, knowledge, skill competency, etc.) in order to achieve your desired outcome?
If not, then this is part of the Process Questions (7-14) as well as one of the Meta-Frames
of Criteria, so answer Question 15.

7) The What of Criteria and Alignment.  Do you know what will fully satisfy your values,
vision, intentionality, mission and identity regarding this goal?  If not, then this presents
a problem and obstacle blocking your success.  Questions 16-18 look at these meta-
frames of the values that establish your criteria and standards, so answer Questions 15-18.
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8) The What of Evidence.  Do you know what will be present and what external evidence
will occur that will prove to you (and others) that you have succeeded, that you have
reached your objective, and that you can stop pursuing the goal and begin enjoying its
attainment?  If not, then answer Question 18.

GROUNDING A GLOBAL
From La-La Land Back to the Earth

Source: 2009 Meta-Coach Reflections #44
Nov. 25, 2009

As a benchmarker, you have to detail specifics!  And lots of them.  And you also have to do so
with the meta-frame in mind.  Altogether this means meta-detailing. 

A big question for NLP people (since 60 to 85 % of them are “global” in the USA in terms of the
information size meta-program and percentage probably that or more in other countries) is how
to unleash their potentials for detailing their great, exciting, up-in-the-air visions and dreams.
That, in fact, may be the question that will enable NLP people to actually actualize what they can
envision and create in their mind so that it becomes real in their everyday lives.  Could that be
the million-dollar question?  Over the years, I have heard these questions scores and scores of
times.  And a few weeks ago at our Coaching Mastery in both New Zealand and South Africa—
the big challenge of the day was “How do you get the globals to come back to earth?”

The Global Meta-Program Question:
• What do you do with a global person?  Is there any hope for him or her?
• Can a global person, who claims that details are totally foreign, learn to perceive details?
• Is it an identity or an excuse when someone says, “But I’m a global, so what do you

expect?  That’s too much detail for me.  I’ll just get someone else to do that for me; why
do I need to do that?”

• Shall we put that person on a crash-diet of Details or just call the guys in the white coats?
• How can you help a person who lives in meta-land, who glories in beautiful dreams of

a magnificent future driven by la-la land of optimism to get a KPI, benchmark a skill, and
communicate with sensory specificity?

I hear this stuff all the time.  Well, all the time is probably too general and too global(!).  I hear
it almost every day at the Coaching Mastery training, the Wealth Creation training, and some
other trainings that involve detailing out specific processes to create a higher level of success.
And it’s never the people who can do details who ask these questions or make these defenses;
it’s the people who live in Never-never Land, in the highest suburbs of Meta-Land, who do
“blue-sky” stuff all day long, and those who have not seen the ground in years.

Can it be done?  Is there any real hope for “blue skiers?”  Can they ever come down to the green
earth and plop their skybound shoes on terra firma?  Is there any actual hope that dreams of
Quadrant III actualize their hidden performer (Quadrant II) and synergize into a self-actualizing
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person (Quadrant IV). 

Yes, as a recovering Global-Only person myself, I can tell you optimistically that there is hope!
“Who you?”  Yes, me.  My default meta-program is on the global side.  It was through learning
NLP that I learned how to detail things and to do so to such an extent, I constantly have people
tell me to my face or write it on feedback forms that I am “the most detail person they have ever
met!”  So how does this incredible transformation occur?  What magic do we have to turn a
raving Global into a calm and cool Detailer?

Detailer Magic
1) Recognize the value of detailing and especially of meta-detailing.
It all begins with the recognize and the valuing of detailing as a legitimate and important skill.
If you don’t recognize that, you will never be able to expand your meta-program filter.  And why
or how are details important?  Here’s some ideas that support that realization:

Mastery is in the details.  What distinguishes the master from the expert and novice is his or her
ability to make finer distinctions whether these are in music, art, literature, patterns, etc.  Every
detective also knows, The magic is in the details.

I learned this and invented the phrase of “meta-detailing” after reading Robert Dilts’ works on
The Strategies of Genius.  There I learned about Walt Disney and many other geniuses and how
they demonstrated the skill of meta-detailing.  Later we put this in the book Sub-Modalities
Going Meta (2007).

Details and detailing is also the very “magic” in the Meta-Model of Language, the first NLP
model.  It was that model that gave us the way to speak with precision and to ground experiences
into specific referents which then allowed for new re-mapping thereby giving people a new lease
on life.

2) Make a decision to expand your global meta-program.
Once you realize the value of details— relevant and right details to any performance of
excellence, then make a decision that you will expand your meta-program and that you will detail
specifics for greater precision.  Will you do that?  When will you make that decision?  Do you
have permission within yourself, with the frames in the back of your mind, to make that decison?
Go ahead, raise your right hand and say the words.  Good.  So how is that?

3) Map out the detailing program.
Okay, with the understanding and decision in place, you are now ready to create a positive and
attractive image of detailing and meta-detailing.  Do you have an inner movie of what this would
look and sound like?   Who can you interview as a model of positive example?  Do you have any
old images or metaphors about details that you need to release or change or expel?  Ideas about
“getting lost in irrelevant details” and “wasting time with details” commonly repel people from
valuing details.

4) Set frames to support your expanded detailing.
What frames of mind, frames of meaning, do you need to set in your mind that willsupport you
to expand your meta-program to detailing of things?  What do you need to understand, value,
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believe, and/or identify so that it provides you a solid framework for moving to that end of the
continuum?  What are the richest meanings you can give to this experience that will empower
you and develop your capacity for it?

5) Develop an action plan for your practice.
Now you are ready for acting on all of this and practicing the detailing.  In fact, to deliberately
practice detailing.  So what’s your action plan?  What will you experiment with?  How will you
review your experience so that you can get quality feedback and gain a sense of success in this?

Now to put in a plug for the experience of being on the Assist Team, almost everybody on the
team comes in with some fear and trepidation about the details involved in benchmarking the
specific operational behaves for the core skills of coaching.  And at the same time, most of them
find their skills in detailing growing exponentially in those 8 days of the coaching bootcamp and
two days of team leader training.  So if you are a Meta-coach and really brave, apply to be on the
Assist Team and that will really challenge and expand your global meta-program. 

You could also create an action plan to write out in detail (10 pages or so) your ten-year wealth
creation plan.  That was one of the first things I did.  You could create your own benchmarking
project and work on detailing out a skill or value that’s important for you.

Okay, so there you have it— a process for radically altering the perceptual lens of the most
extreme la-la-land over-generalized global person.

6) Set in mind the question— What am I missing?  After all, you are missing things.  What?

7) Representational Tracking.  From words to the mental picture in your mind.  Catch yourself
hallucinating.  “Do I know how to represent what my client is saying?” 

8) Chunk Down.  Representation: Specifically what kind of X?  In language, use the Meta-Model
as in the clarity Questions, What do you mean by success?  Denominalize.  Specify the details
of the verb.
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STRATEGY FOR 
EFFECTIVE BENCHMARKING

OF COACHING SKILLS

< How do you learn how to effectively benchmark the competency of Coaching Skills? 
< What is the strategy that the best Team Leaders among Meta-Coaches around the world

use when they benchmark participants to help assess their skills and enable them to
improve?

< Meta-Programs required for benchmarking: Match first, then mis-match; go from global
to detail; know your options and follow the procedure! 

Our Criteria for effective benchmarking the coaching sessions:
Receiving:

1) A sheet full of facts— specific details, 2 to 5 details for every sub-skill of every skill.
2) Clarity of writing and presenting — able to read your writing quickly, without
hesitation, and present directly and briefly.

Giving:
3) Present succinctly — to the point, direct, no hesitation, with an example of each skill
or item.
4) Present personally, warmly, intimately — with rapport, with concern for the person,
with focus on helping the coach become more effective.  Sit next to the coach, show your
benchmarking paper, point to the number of the level and the behaviors identified.
5) Present systemically and holistically — relate everything to the client’s objective (the
KPI); show the overall effect and next-step improvements.
6) Present with confirming and validating all you can — reinforce what worked well,
“and just add more of that;” “and just eliminate those level ‘2' behaviors.”

1) Establish your meta-frames as the Benchmarker:
Plant these questions in your mind— so they become your filters.  Your questions are your filters.

< What is the skill that I am examining?
< How much of that skill is present?  What is missing?
< Would I have felt X (supported/ listened/ questioned/ etc.) if it was given to me?
< What states would have been induced in me?

2) With the meta-frame in mind— move to the details.
Are the 7 core skills present?  Are all of the sub-skills present?
Are all of the core skills present?
To what degree?
Are there enough of them?  Are they sufficient to carry the overall skill?
Which ones are there?
Which ones are missing?
What has to be present?  (Necessary)
Does the skill seem stable, regular, dependable or is it on-and-off? 
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3) Next, move to interferences.
Are there any opposite skills present? 
What is present that interferes with the skill?  
How much is some other skill present?
How much interference or static or noise does it create?
What has to be eliminated?

4) Now step back to get a sense or feel of the skill, to it’s quality.
From what state does the person present the skill?
How intense or strong is that state?
What emotion comes from that state?
What is the coach’s tone, speed, timing, etc. when in that state?
Is it in service of the client’s outcome (KPI)?
Is it in service of the client as a person?
Does it induce the same state in the client?  To what degree?

If the coach isn’t in a definite state that you, as the benchmarker, can detect, then the coach’s
style, emotional state, mood, and tone will be weak at best.  If it is strong enough to detect, then
it may be communicable to the client.  That’s when the italicized words at the top of each skill
may apply.

Principles to Skills
1) Confirm what the coach is doing right.

Start with level 3 behaviors; highlight them, recognize them.
Be a celebrator!

2) Give the next step.
For you to go to the next level, increase X ... in frequency, timing, etc.

Add Y (the missing ones)

3) Mention the skills, behaviors to eliminate.
“To take your skills to the next level, eliminate 0 to 1 behaviors.”
Be matter-of-fact in your tone.  If there’s a lack of understanding about this, explain how
the counter-skills undermine effective coaching.

4) Speak to the Coach’s state.
What state were you in as you coached?
What are your best states for coaching?
What state, attitude, style, spirit do you ant to convey to your client?
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TEAM LEADERS COACHING
A COACHING SESSION SEMINAR

1) Overview:  
     Gather your team and explain an overview of the Coaching Session Seminar —

1) One member will coach a client.
2) All other members will benchmark 5 of the skills of coaching excellence.
3) Each member will give feedback on a skill and then receive feedback on how they
gave feedback — this deals with Skills #5 and #6 receiving and giving feedback.

2) Set up:   
1) 2 chairs in front for Coach and Client at an angle, check that everyone can see the
coach.
2) 25 minute coaching session.   ** You will need a watch to keep time! **
3) Tell the team member who is coaching: “I will give you a 5 minute cue as to the end
of the session.  I will be your consultant if you need to stop and gather your thoughts.”
4) After the session, members of the team will give feedback to the coach, each fills out
the form, each one presents feedback on one skill.  TL (team leader) gives feedback to
each for 3 minutes about how they gave feedback.
5) Musical Chairs: For coach’s feedback, the client will leave the chair and then each
team member giving feedback will come forward, sit in that chair, and give feedback to
the coach.  Each person only has 3 minutes— be succinct, get to the point, make your
point, give facts.
6) The TL’s feedback on the giving of feedback will shape each team member’s behavior
about how to do so.
7) Debriefing: End with the following— 

A) Any additional feedback for the coach?  Who can you provide this person that
he or she did well that has not been mentioned?
B) What can you offer that will be a next step?
C) Address the client: “What was one of the very best things that this coach did
during the session that worked really well for you?”  “Okay, good.  And what
could this coach have said or done that would have made the coaching even
better?”
D) Okay, now questions about the session, the benchmarks, or anything else?

** Or, appoint a Time Keeper for the Group
Whistle at 20 (5 min to end); 25 (end) start first feedback on Skill #1; 28 (3 min.
feedback from team leader, TL); 31 (Feedback #2); 33 (TL feedback); 36
(Feedback #3); 39 (TL feedback); 42 (feedback #4); 45 (TL feedback); 48
(feedback #7); (TL feedback).  51 (TL’s feedback to the coach– 15 to 20 minutes.
Debrief.

3) Set the frames for the Coaching Seminar process:
1) Coach to a clear objective — use the well-formed outcome questions.
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2) The coach is to aim to get a KPI of the client’s agenda for the coaching session.

3) The coach is to support the client by setting frames at beginning and closing
effectively.  Don’t be caught up short when the signal to end comes.

4) Your role as a Consultant to the Coach: “I am your consultant to this coaching session;
if at any time you need to stop, call time-out.  I may interrupt you if you seem lost, or just
to check with where you are in the process.”

4) Experiential, hands-on Learning of Coaching.
     Points to drive home with your team.

1) States: Are you in the right state?  Your best state when you coach?  What state do you
need to be in?

2) Frames: What frames will you set at the beginning?  What frames will you end with?

3) Focus: What does the client want?  Ask!  Ask again and again.  Use the well-formed
outcome questions:

Target: What? Process: Do you know how?
Why? Can you do it?

Context: Where? Actions you have to do?
When? Plan?
Who? Feedback you want?

Criteria— Frames: Resources?
Compelling?  Why?
Ecological?
Evidence?  How know?

You can’t coach without an agenda!  What does the client want?  Have you
asked?  Have you checked?

4) Relationship: You first have to connect, related, get rapport to coach.  Do that by
supporting and listening.  Enter with respect.

5) Questioning: The primary tool of coaching is questioning— exploring.  Asking very
personal questions.  Up questions/ down questions.

6) Mirroring: Receiving feedback / giving feedback.  Yes feedback happens after the
session, it also happens during the session.  Calibrate to the client and you will see it;
then as coach you’ll be able to mirror it back and/or confront it.

7) Experiential: Coaching is an experience, an emotional moving experience.  You
induce state.
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5) The 7 Core skills: Each skill has multiple sub-skills — know them.  Do you know them?  Do
you use them while you coach?  

Back to basics: practice, practice, practice the basics — then you can play at higher
levels.
If you discount the basics and you sabotage your competency.
The magic is in the details.  That’s why mastery is expertise in the critical details— the
differences that make a difference.

Debriefing
After the session ask the coach and the rest of the group — 
1) What have you learned from this?
2) What will you take away for your next coaching session that will make you more
effective as a coach?
3) What questions do you have about the benchmarks, about the giving of feedback, and
about coaching?
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 The Coaching Mastery Format

The Meta-Coaching System is organized to integrate numerous patterns and processes that will
enable participants to learn the theory, frames, and skills of Meta-Coaching more effectively.

Criteria for the new design:
The intention of this design is to be able to effectively and efficiently train, equip and enable
participants to learn and be able to do (perform) the requisite coaching skills so that everybody
can reach competency quicker and more throughly understand the Meta-Coaching System.
Doing that enables them to have more quality in their coaching, to be more skilled and competent
and therefore to be the kind and quality of Coaches that will raise the bar and set the pace for
Coaching around the world.

1) Process Coaching:
To be able to think and work systemically, recognizing patterns and processes, able to not
get caught-up in content.  Able to see and work with the invisible structure of the
coaching conversation and the processes governing the client’s experience as it happens
in the session.

2) Self-Actualization Coaching:
To be able to see potentials in clients, awaken them, and enable the participant to go
through a crucible conversation to develop and unleash those potentials. 

3) Fierce conversation Coaching:
To be able to get to the heart of things quickly and efficiently and to work with meaning
as no other coach can.

Design of the Meta-Coach System:
1) Focuses on the Facilitation Model as the heart of Meta-Coaching.

Each day there is the facilitating of one or more of the processes or facets of coaching.
This puts the emphasis on a coach as a facilitator, and a special kind of facilitator— a
coach facilitating a content-free conversation—a facilitator of the client’s expertise over
his or her goals and life vision.

2) Operates from a consistent theme for each day.
Each day has a theme and focus.  So if a Meta-Coach wants to re-visit a particular theme
or focus, he or she can return for that particular day; and can do so year after year.  Also
it will enable the participants to work on that theme indepth in a thorough way for an
entire day.  This will also save us the repetition of coming back to the theme.

3) Cumulatively builds up the Meta-Coach processes and skills.
The skills of the coach-in-training build each day becoming richer and more complex
until it reaches the Certification day.

Each Day’s Theme and Focus:
(Unless you are in China, Mexico, or somewhere where we do Coaching Mastery in two
parts and using sequential translating and so are doing 10 to 14 days.)
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Day 1: Facilitating Relationship: Creating the coaching relationship through the
core skills of Supporting and Listening and Receiving Feedback.
Introduction to the Facilitation Model and how to use it to create your
coaching space for the conversation like none-other.

Day 2: Facilitating Exploration: Developing expertise in questioning and meta-
questioning and giving feedback.  Introduction to the invisible structures
of meta-states, meta-programs, and cognitive styles and how to explore
them through meta-questions as well as how to coach to meta-programs
and meta-levels.

Day 3: Facilitating Performance: Coaching for experience, execution, and
implementation via State Induction, coaching emotions, and accessing
one’s personal powers.   Coaching clarity and precision via a Matrix KPI
that synthesizes meaning and performance.

Day 4: Facilitating Systems:  Coaching to the Matrix of any and every client’s
meaning frames, develop the skill of “following the energy through the
system,” and learn how to conversationally co-create an experiential
matrix with a client.

Day 5: Facilitating Change: Coaching to the Axes of Change model and
developing skills as a Change Agent handling the levels and dimensions
of change.  Developing change skills as you learn the eight-coaching
change roles for performance, developmental, and transformational
change.

Day 6: Facilitating Self-Actualization: Coaching self-actualization in people and
companies by coaching to the Self-Actualization Quadrants that enables
the unleashing of potentials in individuals and organizations.  Facilitate
the unleashing processes that synergize meaningful performances.

Day 7: Facilitating Your Business Development and Acumen: Identifying your
niche as a professional coach, your kind of coaching, and begin to develop
the business skills so that you can work on your business as well as in it
as you create a commercially viable coaching business.  Create a Matrix
Business Plan so you can bring out your best as an entrepreneur.

Day 8: Facilitating Your Professionalism as a Coach: Step up to the worldwide
community of Meta-Coaches as you meet the rigorous certification
requirements, and are then licensed as a Certified Meta-Coach.
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Day 1: Facilitating Relationship
9:00 Orientation to Meta-Coaching (1 ½ hour)

Why are you here?  Your goals (write 3 goals, outcomes you have for this training)
3 focui: self, skills, practice
Team leaders Introductions: Name - NLP /NS background - Coaching focus
Prerequisites for Certification
Presentation of: Group Anchors / Posters for Questions and Celebrations

How Fantastic!  Meta High Fives!  How Fascinating!
What is Coaching: The 7 models for 7 distinctions of what coaching is.
Self Reflection Questions (pages in the manual)
Coaching the Body without Words (1 minute each)
The Creation of Teams: Line-up by evaluation of Coaching Skills 0 to 10.

10:30 Team Leaders Orientation to their Teams (40 min)
Introduction to Team Leader, to your team, and the sharing of each person’s objectives.

===
11:25 Facilitation Model   (1 ½ hour)

Can you create the kind of relationship with a client that allows him or her to open up, feel safe, and have
a fierce crucible conversation?  Can you create a coaching space?  Can you be fully and totally present to
another person?
Responsive to client skills– enabling entrance into client’s world:

#1 Listening * Summarizing; Tracking10 min. each
#2 Supporting * Listen with eyes, face; phys. rapport  10 min each

Description / Benchmarks
Listen in order to “hear” / Summarizing and Tracking.
Real listening is hard work, not a passive activity.
Great skills are composed of small, but critical distinctions.

Lunch (1:30 - 2:30)
2:30 Introduction to Matrix Model ( 15 min)

Others Matrix    (1 hour)
Relationships  * Social Panorama
The quality of the relationship you create is the quality of your coaching.

3:30 Caring — the Heart of Coaching for the Crucible Space (1 ½ hour)
Dignity distinction: Person/ Behavior (30 min)
Acceptance / Witnessing * Releasing Judgment/ Advice giving (40 min)

==
5:15 Constructing a Matrix of Listening and Supporitng (45 minutes)

Beliefs that enable you to enter into another’s world.  
Skills: nurturing, warm, caring, safe, attending to another.  

Evening Dinner (6:00– 7:00)
7:00 Yourself as a Coach 

Are you clean as you enter another’s space?
Is your ego out of the way?  Or is it contaminating your coaching?
Demo -- * De-Contamination Pattern
Exercise

8:30 Teams: What have you learned today?  Creating the Team Relationship
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Day 2: Facilitating Exploration
Can you explore?  Can you be a detective to another’s experience? Can you see the invisible structure of
the other’s experience?  Can you work with processes?  Can you see and track patterns?  Initiative skills—
leading with questions.
[Logistics:   Hand out Days 1-4 Feedback Form.  Homework: Write 5 year Vision.

      Invitation to be Coached by Trainer for full coaching session.]

9:00 Facilitation Model — The Meaning Matrix (1 ½ hour)
Questions— the Coaching Tool par excellence!

#3 Questions — Meta-Model Precision questions   (45 min.)
(Distinctions 1-7 of Well-formed outcome)

#4 Meta-questions — 10 Meta-Questions (45 min)
(Distinctions 8-10 of the well-formed outcome pattern)

Well-Formed Outcome pattern * Meta-Question Exercise
==
10:45 Exploration Processes:   (2 hours) 

Meta-Stating layers * Frame Detection Pattern (25 min)
— Framing: it’s all about frames
Meta-Programs 

Cognitive Distortions * Checklist   (20 min)
12:45 Teams:  

Introductions: Developing your own “Personal Business Card” introduction.
Lunch: (1:00 - 2:00)
2:00 Facilitation:   (60 min)

Skill #5:  Receiving Feedback
Skill #6:  Giving Feedback
– Give feedback to patterns * Coaching Practice
Use Basket and Ball as Demo: The 7 Features of high quality feedback

3:00 Self Matrix (60 min) * Talk through Meta-Stating Self w/ AAA
Your Identity as a Coach * Developing a Coach Identity
Who do you need to be to coach effectively?

Demo — and — Debrief
4:15 Probing Identity (60 min)

With meta-questions, Demo * Probing Self w/ meta-questions
5:15 Preparation for First Coaching Session

Flub Demo: How not to Coach!   Feedback by co-trainer
5:45 Induction
Evening Dinner (6:00– 7:00)

7:00 Coaching Sessions (2 hours)

9:00 Team Leaders meeting

Theme: driving out all fears.  What fears, apprehensions, anxieties do you have
about coaching; about being a coach? 3 rounds: 25 min.  15 min. feedback: 40 min.
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Day 3: Facilitating Performance
Can you create experiences?  Can you get actions?
Can you use relationship (day 1) and exploration (day 2) to now create a difference in the life of your
client— to create change and transformation?
[Logistics: Invitation to Coaching Session with Trainer.  Five Year Vision.]

9:00 The State Matrix (2 hours)
Definition of Emotions * Coaching to Emotions (40 min)
Map / Experience difference Beware of the Downward spirals
The NS of Emotions:  What emotions do you not handle very well?

9:40 Induction of state * Problem — > Question Pattern 
Skill #7 — demo.    using Meta-Questions (10 min each)

(60 min)     Repeat content: Induce state (5 min)
Your 3 Best Coaching States * Sphere of Excellence of your Best States 

==
11:00    Intention Matrix   (2 hours) 

Intentionality * Reviewing the Intentionality pattern 
Refining the WFO Questions w/ Testing, checking, clarifying, and exploring questions.

Lunch: 1:00 – 2:00
2:00 Demonstration of the KPI

Demo. - 2 to 3 times   — KPI Practice (10 min. each)

3:30– 4:00 — Power Matrix (40 min)
   Does your client own his/her power to respond?  Feel in control?

Explanation * Responsibility To/ For pattern
  (Group process, access space/ gestures)

4:00 Benchmarking Model and Project (1 hour) 
Teams:   1) Benchmarking Project  2) Introductions
Team Leaders: you are a part of this project.  It is your project as well as theirs.  You are to coach them
through the process.  Put on the Leader’s Hat to give instructions about it as questions arise or direct them
to write out questions if you think they may be good for the whole group.  Help them by coaching— by
asking the kind of questions that will help them understand the benchmarking project.  That’s the point!

Hints about how to do benchmarking: 
1) Can you act out, gesture, mime each of the levels of the benchmarked skill? 
2) The importance of getting a clear definition of the concept and operationalizing that definition as much
as possible.

5:30 Flub Demo of Coaching or Best Coaching Demo
5:45 Induction
Evening Dinner (6:00– 7:00)
7:00– 9:00  Coaching Sessions    (1 ½ hours)

9:00 
Team Leaders Meeting

Coaching Sessions:   25 min. — 4 feedback- 3 feedback on F.
13 min. feedback Three rounds – 2 hours.
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Day 4: Facilitating Systems.
Can you see the whole system in action?  Can you follow the energy through the system?

9:00 The Matrix Model (30 min.) 
Thinking systemically about * Detecting the Matrix pattern (40 min.)
the mind-body system        Demo: 10 min.  Exercise: 10 each
Structure and Overview * Constructing Experience with the Matrix
of the Matrix Content: Receiving Feedback

Group Process: (30 min.)
==
11:15 (2 hours)

Lunch: 1:15 — 2:15

2:15 Teams:    (45 min)
Introductions 
Benchmarking Project  

3:00 Matrix Model Pattern
** Constructing Experience with the Matrix — receiving feedback.   Group Process (30 min)

3:30:   Expanding Meta-Programs
Demo.  — practice

4:15 The Matrix Business Plan

5:30 5 Year Vision
Reading

5:45:   Ending

Day 4 ends early — at 6 pm.

Logistics:
Collect feedback forms.

6:00 Team Leaders meeting
Team Leaders meet afterwards for feedback; plan for 1 hour.  Collect the feedback forms and let everybody
read through the feedback — then debrief what’s valuable and what’s not.  Offer feedback that you as the
trainers have for each of the team leaders.

Coaching Sessions
25 — 3 min (from M-person) 3 min. /14 min.    45 each
3 rounds: 2 ½ hours
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Day 5: Facilitating Change
Can you facilitate change?  Are you a change agent?  Do you enable generative change?

9:00 Open Frames   (Review if on a 2 parts of 4 days structure)

9:15 Teams: How are we doing as a team?  Are you roles clear?  Are our roles clear?

9:45 Axes of Change Model  (70 min.)
Presentation — 30 min
Levels of Change 
Levels of Coaching * Talk about — A Positive Change that you can’t

go back
Distinctions of Generative Change if you have time.

11:10 Readiness Loop   (20 min)
Axis I: Motivation — Awakener and Challenger
Axis II: Decision — Prober and Provoker

11:30– 1:30

L u n c h
(1:30 –

2:30)
2:30 The Change Loop   (20 min)

Axis III: Creation — Co-creator and Actualizer
Axis IV: Integration — Reinforcer and Tester

3:00 – 5:00

==
5:30 Teams: Benchmarking Project

Introductions

Evening Dinner (6:00– 7:00)

7:00 – 9:00  Modeling: 
Expert Coach Interview (75 min.)
Debriefing

Team Leaders Meeting

Coaching Sessions  — * Coaching to Readiness
25 — 3 min (from M-person) 3 min. /14 min.    45 each
3 rounds: 2 ½ hours

Coaching Sessions – * Coaching Change that Lasts
25 — 3 min (from M-person) 3 min. /14 min.    45 each
3 rounds: 2 ½ hours
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Day 6: Facilitating Self-Actualization
Can you facilitate the unleashing of potentials?  Can you enable clients to actualize their highest and best?

9:00 Self-Actualization Psychology (30 min. Overview)
History, origin of the model; the secret history of NLP
From Pyramid to Volcano — the Matrix Embedded Pyramid of Needs.
The NS update of Maslow’s work

9:30 Self-Actualization Quadrants (30 min. + 40 = 70 min.)
Demo (30 min) * Expanding Critical Meta-Programs
Unleashing M-P potentials       (20 min. each; 40 min)

==
11:30 Teams: What did you learn?  (Get scores from sessions)

Introductions

12:00– 1:00

Lunch (1:00 — 2:00)
2:00 – 4:30 (with break, 4:45)

== 

4:50 Teams: Benchmarking Projects (40 min)

5:45 Induction

Evening Dinner (6:00– 7:00)

7:00 View Film — Debrief (1 hour)

8:00 Time Matrix (1 hour) * Time for a Change pattern

Team Leaders Meeting

Coaching Demonstration (video-tape it) (60 min)
Session to demonstrate using the 7 core coaching skills
and the Axis of Change with a participant.
Film and have available for viewing on Days 6 and 7.

Coaching Sessions
35 — 3 min (from M-person) 3 min. 14 min.    55 each
3 rounds: 3 hours
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Day 7: Facilitating Coaching Business
Can you create a commercially viable business as a Coach?  What’s your niche and market?  What business
skills will you need?

9:00 The World Matrix (2 hours) 
Finding your market — 
Entrepreneurship * Refining your Business Plan: 

* Coaching to the critical business skills
10:00 Kinds of Coaching

Personal Coaching — Introduction Session
How to do an Intro. Session

Strategies for Creating Business 
Selling yourself; selling Meta-Coaching
The MC unique selling proposition and Brand

11:00   Modeling:   (90 min)
Expert Coach Interview on Executive Coaching

12:30    Teams: 
Benchmarking Project
Introductions

Lunch (1:00 – 2:00)

2:00

4:30– 5:45   Matrix Business Plan 
Selling Yourself as a Meta-Coach * Exercise:  Calling to Get In

5:45 Induction
Evening Dinner (6:00– 7:00)

7:00 – 9:00 The Benchmarking Projects (2 hours)

Each Team present their benchmark Project for 10 minutes
Room set up for “American Idol” type of presentation
Judges Table in front.

Debriefing afterwards

Team Leaders Meeting

Coaching Sessions
25 — 3 min (from M-person) 3 min. /14 min.    45 each
3 rounds: 2 ½ hours



-57-

Day 8: Facilitating Certification
Are you ready to be certified as a Meta-Coach?  How do you know when you’re ready?

9:00 Time Matrix

9:45 Meta-Coaching — history and future   (60 min)
Interview with LMH

11:00 Team Feedback (40 minutes)
Reflection on the group and team processes and how you operated as a group.

== 
11:15– 11:55    Feedback to the Team Leader

Feedback about being a leader and group coach.  See questions in Team Leaders Manual.

11:30 Wrap Up: (90 min)
Critical Questions before you leave this training. What are they?
Matrix as a System: thinking systemically as a Coach.

Lunch (1:00– 2:00)  

2:00: The Test — ACMC Qualification test and assessment
Team leaders will be a part of the new teams created for the test and can help out the participants.

3:00 Meta-Coach Foundation and Licensing (1 hour)
Contract as a Meta-Coach
Ethics
Licensing Agreement: MCF chapters

4:00 — 4:30 Thanks yous — and closing 
Self-Analysis review

4:30 — 7:00    Preparation for the Graduation
Team leaders prepare the room — then with Trainers for Feedback
Participants prepare for their introductions.

7:00 – 9:00 Graduation
Time for your “Encourage” to the group.  Dress rehearsal for the format.
Team members are NOT to say anything but their Presentation.
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META-COACH BOOTCAMP
Morning Mid-Day     Evening

1   Facilitating Relationship
Introduction Facilitation Model     Others Matrix  Crucible Self as Coach  Teams
* Frames * Listening     * Relationships * Dignity Getting Ego out of * Learnings
* Assessment * Supporting     * Social Panorama * Acceptance the way * Introductions
* Form groups – Exercises * Witnessing * De-Contamination

* Releasing     Chamber
Judgment/     pattern
Advice giving

2   Facilitating Exploration
Facilitation Model/ Meaning M. Exploration Processes   Teams Facilit. Model     Self Mat.        Coaching Sessions
* Questions— precision Q * Meta-State levels –     Introductions  * Receiving      Self-definition  Benchmarks
– 1-7 Outcome distinct     Frame Detection   * Giving feedback   

* Meta-Program levels     Probing Identity
   * Cognitive Distortions     w/ meta-questions

checklist
* Meta-Questions 

                — 8-10 outcome

3    Facilitating Performance
State Matrix Intention Matrix Power Matrix   Demo  Be nchmark Model   Coaching Sess.  Coaching Body
  Def. Emotions Matrix KIP Responsibility    Coach.    Teams/ Intro.          20 / 10 min.    Mind-to-Muscle
  Induction skills synergizing M/P To/For    Session      Benchmark           Action Plans
  3 Best states Intentionality    by trainer      Projects

4 Facilitating Systems 
Matrix Model Coaching Sessions Teams Self Matrix   Matrix Business Plan    Vision
Thinking systemically 20 min.   5/10 Bench. Identity                  5 year V.
* Detecting Matrix Project SC / SE
* Constructing State Ego Strength

w/ Matrix
     Receiving Feedback
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5 Facilitating Change
Axes of Change Loops of Axis of Change Coaching Sessions Teams Modeling:
Generative Change Readiness Loop 20 min./ 5/10 Bench. Proj. Expert Coach
Meta-Programs Creation Loop 20 min.   5/10 Highlights
Levels of Change
Levels of Coaching

6 Facilitating Self-Actualization
Self-Actualiz. Psych. SA Quadrants Coaching Coaching Sess.   Teams         Time Mat. Film
Secrets NLP Hist. Meaning/ Performance    Demo 35   — 5/10      Bench. Proj.  * Time for    Debrief
Maslow   (Video-     a Change  
Bright-side      tape)
Matrix embedded Pyramid * Expanding M-P

7 Facilitating Coaching Business 
World Matrix Kinds of Coaching Modeling    Teams    Coaching Sess.     Benchmarking
  Entrepreneurship personal — Expert Coach Bench. 30— 5/15 Presentations
   Market/ marketing Introduction Sess. Debrief Project Final session!
   Selling
* Coaching Business Plan
* Coaching Business Skill

8 Facilitating Meta-Coach Certification 
MC history/ Future Teams Wrap Up MCF -Licensing  Review / Future Pacing Graduation
Interview LMH Feedback to Team Critical Q. License agreement         You as a Meta-Coach

Leader MCF - Practice Groups as you go forward
Reflect on Group Ethics
Process/ Next time
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Components of Team Spirit

As social creatures we live and function effectively to the extent that we learn how to work with and through each
other.  To operated effectively within any group, organization, business, corporation, etc. requires specific social,
relational, and communication skills.   These are the skills that enable us to succeed in getting along with others.
And getting along well with others is required for leadership, management, entrepreneurship, selling, and so on.
When we get along well with others, we create and invite a spirit of comradrie and team spirit.

When a group develops a sense of identity as a team, their team spirit makes them more able to cooperate and
collaborate.  It enables us thinking at higher levels as we expand our frame of reference.  We then move beyond
win/lose thinking to win/win thinking.  This increases our group effectiveness.

The objective in team building is to shape a group into a team so that each team player develops a common sense
of purpose and even destiny.  This facilitates developing a group identity.  Individual members develop a sense of
we.  They develop of sense of how working together for a common cause enriches all.  As this cohesiveness grows,
people become a team.

In a team of horses, we harness a number of animals together so that we can get them to pull a cart.  To create that
“team,” we only have to put them together and let them get used to the structure.  It’s not that easy with a group of
individual humans.  In fact, it’s actually a very different matter.  With people we have to deal with their semantic
constructions—the meanings that they bring to a situation.  Their meanings about choice, freedom, understanding,
agreement, importance, etc.  With people we have to take their views and emotions into account.  With people we
have to enable them to buy into the process and to realize that it serves their highest purposes and objectives.

When a common spirit arises within the members of a group that inspires a mood of enthusiasm, devotion and/or
a strong regard for the honor of the group, we call that spirit, esprit de corps.
• How do we build this kind of spirit?
• How do we call it into being?
• How do we facilitate it?
• What group dynamics come together to create this kind of team spirit?

Group dynamics are the “dynamics” at work when people come together as a group.  These are the mechanisms and
processes that govern and guide the grouping of people so that they become a team.  These factors influence the
psychological awareness and experience of the individuals and invite them to work together.  Within these principles
are things like the organization of the group, roles, expectation styles of interaction, communication flow, leadership,
followship, management, conflict resolution, etc.

A significant aspect of group dynamics concerns the way groups come together, form, and then work.  We speak
about the stages of a group’s develop in terms of forming, storming, norming, and performing.  Within this process,
groups work on a two-fold focus: relationships as the group forms and task as the group acts and performs.  In
working well together and in bringing out the best in others, it’s the relational and communication skills that enable
us to communicate respect, care, trust, excitement, support, mutuality, etc.  

What are the internal qualities and characteristics of a group which has become a team and which has developed a
strong and healthy team spirit?  Among the most important and critical components are the following.

1) A common goal or purpose.
The frame of reference that unites all of members of a group is the group’s purposes.  This includes a
shared norm and a shared vision.  What is your group’s mission?  What is its purpose?  The process of
finding agreements and commonalities, builds up the sense of a group.  All things being equal, the more
shared norms, standards, and visions, the more cohesive the group.  This invites you to unite your group
around an important desired outcome.  The desired outcome will become the vision and mission and
operate as a meta-frame around which all activities, tasks, and experiences will build.  It will then give
directionality to the group.
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2) Good will.
Since group experience involves personal relationships, you must see to it that a sense and expression of
good will dominates between all of the individuals of the group.  The absence of good-will means that there
will be competition, uncaring, criticism, anger, frustration, resentment, malice, etc.  These will be the
poisons that will toxify and destroy team spirit.  A state of harmony arises when the individuals of a group
adopt an attitude of good will, a belief in the value of each person and of the group as a whole.

Group harmony depends on the ability and willingness of each member of the group to know his or her role,
and to play that role in ways that enables others to be more effective in their roles.  This win/win orientation
builds the good will of cooperation and collaboration.  The more psychologically healthy the group
members, the healthier the roles that the individuals will play and the greater the group’s energy.  Good will
entails a sense of care, respect, and concern for each other.

3) Participation.
The healthiest groups experience a sense of shared adventure.  Each person contributes his or her abilities,
talents, gifts, and energy to the adventure.  Doing this promotes a sense of participation, cooperation, and
interdependence.  The more interactions of this nature, the more the sharing of feelings and attitudes.

This generates a sense of belongingness.  Belongingness is also one of the key satisfactions we all derive
in being a part of a group.  As social beings we all like the sense that we belong, that we count, that we are
a part of a friendly and loyal group that we can count on.  This togetherness feeling gives a sense of the we
which makes up the identity of the group.

This creates a high level of morale.  With high motivation we have what we call esprit de corps—feeling
of a deep sense of rapport with the others.  We identify with each other and experience the sense that we
are in this together.  Lacking this, a group experiences the reserve and alienation so that we hold each other
off.   When we have it, we experience personal warmth and a higher degree of liking.  This is important.
With personal warmth, there’s more care, compassion and interest in each other’s well being.  We then
support each other when stress or conflict arise.  And with this the group’s overall attractiveness improves.

When a group becomes a team, it becomes much more than the mere aggregate of its individuals.  An
emergent property arises—the group develops a personality of its own. 

Factors that Build Team Spirit 
Given these dynamics of groups, you now have some specific things that you can do to increase the bonding of a
group.

1) We can enable the choosing of becoming a team member.
Becoming a member of a team is ultimately a personal choice.  No one can make you a team member, each
of us have to choose.  We can resist being a part.  We each have to choose to willingly give of ourselves.
And typically, we make this choice again and again.

2) We can accept team members so that they can become more.
Acceptance contributes to team building.  Without acceptance there is judgment and holding back.  Trying
to change another person invites stress and conflict.  No one likes others trying to change them. Trying to
change others, especially through judgments, backfires long term.  We only give a person the power to
influence us when we feel accepted and valued.  Begin with acceptance.  People who feel validated, heard,
and understood are then more open to being influenced by you.

3) We can choose to trust people and offer our good will.
Choosing to trust and offering friendly good will facilitates the process of group members becoming a team.
It supports the bonding that creates team spirit.  The more open we are, the better.  Being open and
transparent prevents many problems and conflicts.  It keeps things up-front so people can be forthright.
It cuts out mind-reading and accusations.

4) We can create an open atmosphere for communicating.
Be forthright in your communications, eliminate triangling, and create a forum where things can be put on
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the table and worked through to resolution.  Create a democratic atmosphere where everybody is welcomed
to participate. Does everyone have a clear understanding of the group, the organization, and their role
within it?  Is the group structured so each person knows his or her place and how to fit into it?  Do you tap
into the different thinking styles of others?

5) We can operate with confidence in our leaders. 
When people trust and have confidence in leaders, they co-cerate a more comfortable and safe environment.
They create an environment that eliminates fear and politicking.  

6) We can help our group to become more cohesive about its purpose.
We can talk up our vision and purpose.  Groups cannot function well without a strong sense of direction.
Group processes as brainstorming, decision making, consensus building conflict revolution, etc. help to
create a direction.  Then each member can more easily own the direction.

7) We can equip the group for handling conflict.
Conflict within groups is not only inevitable, but also healthy.  Groups need conflict to produce sharp
thinking, intelligent decisions, well-rounded perspectives, and to avoid group-think.   That’s why we need
to train and coach groups in creative problem-solving skills.  This means the ability to communicate
effectively, to handle strong emotions, both positive and negative, to discuss ideas openly, to dialogue, to
welcome tension, to negotiate, etc.

8) We can equip the group with better relational and bonding skills.
Groups bond through each person getting to know each other and through trusting each other.  Groups bond
and become a team through cooperation, good will, and friendliness. Team building processes build
relationships.  Get to know each person apart from the person’s work and career.  We can get to know each
other’s persona; activities, hobbies, interests, visions, values, dreams, etc.  

9) We can facilitate intense experiences.
Groups become teams as people work and relate together.  Intense experiences have a way of pulling us
together, creating rapport, honesty, and trust.  When we have to depend on each other, we become more
real and authentic.  When we work together to make something happen.  We can then move beyond
embarrassment, self-consciousness, hurt feelings.  We can learn to give constructive and friendly feedback,
productive communications.  We can become a high performance team that can flush our problems and
solve them.

Leading and Coaching a Group 
Moving a group of people to becoming a team requires a refined management because people are not as easy to
manage as we can manage things.  Things don’t resist, they don’t get their feelings hurt, they don’t “cop an attitude.”
Yet people do.  And that’s the challenge.  Dealing with people who have their own minds, voices, opinions, attitudes,
beliefs, understandings, memories and histories, imaginations and futures, objectives, hopes, dreams, visions, values,
etc.

With things, we can be cold, impersonal, and even hateful and the things don’t notice or care.  With things we can
be forceful, demanding, insensitive, and it doesn’t undermine our management.   But working with people is very
different.  People, noticing our states, attitudes, and feelings, respond to these things and usually treat them as much
more important than the task at hand.  With people we cannot afford to become so task oriented that we become
people insensitive.  That will doom our effectiveness in the long run.  When we have to work with and through
people, their internal state and experience is very important.

So a great part of working with people lies in understanding them, adjusting to them, reflating to their wants and
needs, communicating with the effectively, and relating to them personally, as a person.  People always and
inevitably live out of their own unique subjective reality.  And if the people we seek to relate to and communicate
with live in a different reality, then we have to seek to understand them.

We have to develop an understanding of people—what they want, need, how they work, and how they function in
relationship to others.  It necessitates a psychological understanding of their inner psycho-logical processes.
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The Psychology of People
What can you expect of people, of human nature?  Here are a few things:

1) People live out of their own subjective experience or Matrix.  
The internal world of any given individual always and inevitably differs from our own and from everyone
else’s.  The first step to a sane approach is to stop expecting others to operate by your values, perceptions,
understandings, history, values, visions, dreams, etc.  To do so is not rational.  Their reality has been years
in the making.  It has resulted from all of the experiences, learnings, and encounters that they have
experienced as well as their unique needs, temperamental dispositions, etc.

Like you, they have constructed a reality with their language by creating their ideas, frames, concepts, and
interpretations.  What results from this is their own unique set of mental maps or mental frames.  

2) People need and want things.
Even at work, people experience emotional needs and drives—safety, recognition, love and affection, self-
esteem, peace, adventure, self-actualisation, power, service, sense of accomplishment, etc.  In interpersonal
relations at home and on the job, a plethora of emotional wants and motivations arise within.  To effectively
work with people and manage them, we have to take these things into consideration.

These wants and needs create a driving force or dynamics in each person.  It explains feelings, responses,
communication, the games played, why certain patterns work and others do not.  As dynamic beings who
experience all kinds of inner forces striving to be fulfilled through work and social experiences this means
that when we meet, relate, communicate with people, their reality” always presents itself.  We first need
to notice it, recognize it, acknowledge it, then we can figure out ways to address it for what it is.  

3) People want to be valued, appreciated, and respected.
Everybody you have ever met, or ever will meet, has a dignity drive.  They want to be valued, appreciated,
honored, recognized, and treated well, treated with the dignity that’s appropriate for a human being.  When
people don’t feel that they count, they get angry, hurt, reactivity, nasty, hurtful, revengeful, passive,
uncooperative, etc. 

So give lots of respect, recognition, and affirmation.  It will evoke from them the kind of work, responses,
and communication that will work well.  These emotional wants are critical.  Use the power of affirmation
to build people up.  Use it liberally.   This skill, like no other one, will do more to enable people to develop
and unleash their potentials.  It will invite them to take pride in what they do, the quality of their work and
their effort to strive to become even more.  Giving affirmation will go a long way in generating higher
motivation and more satisfaction with their situation.

The back side of this is equally important.  To manage people well, never but never make someone look
bad in front of others.  No body likes to lose face.  If you cause someone to lose face, you will create a
monster.  So don’t do it.  If you feel like doing it, do not do it.  Bite your tongue.  By all means, do not
embarrass, criticize, or humiliate.  Even kittens backed into a corner and trapped become ferocious animals.

Guard each person’s sense of dignity and pride, how to help him or her to save face even when wrong.
Confront gently so that mistakes do not mean that the person is flawed, but just a matter of correcting
information.

4) People desire good communication with those who lead.
People want to be in the know.  They want to be informed.   That’s why information plays such a critical
role in all relationships.  The word “communication” suggests communing with others.  In communing we
send messages back and forth to co-create shared meanings.

“Relationship” refers to relating back and forth until we understand.  People want communications that are
open and above-board.  They want to be able to speak up and to be heard, to get their views and feelings
on the table.  This allows us to deal with things and remedy things so that hurts don’t grow and fester and
create larger problems. 
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Communication makes human community, businesses, relationships, marriages thrive. Our need for
information is so essential that if we don’t have it, we will invent it!  We’ll get the information one way or
the other.  We will second-guess what’s going on.  We will mind-read the intentions and motives of others,
we will make assumptions of leaders, We will jump to conclusions, project motives and understandings,
and hallucinate.  People are so information hungry that they will get the information one way or the other.
To avoid these dysfunctional communication patterns, talk to people.  Begin the conversation.

By keeping people updated you will effectively manage the flow of information about what’s happening.
Bring people in to provide input on ideas and suggestions.  If you can let people participate in your
decisions, let them know about the decisions and how you came to them.  All of this will alleviate fears.
It lets them know where you are and what you’re attempting to accomplish.

5) People want and need to be heard.
People want leaders and managers to listen to them.  Yet developing attentive listening skills takes effort
to master.  Few truly know how to do it very well.  How do we pull attentive listening off?  We do so by
encouraging people to tell us what they truly think, feel, believe, want, etc., we make it safe for them to talk
with us.  We genuinely ask about their problems, concerns.   We accept their thinking and feeling as
legitimate expressions of their reality even if we disagree with such or dislike such.  Whatever exists as
their reality, exists as their reality.  Realizing this and appreciating this enables us to stop fight it or
discounting it.

6) People want to be a part of things.
People generally want to feel that they can contribute and that they can have a say in things.  They want to
maintain a sense of independence while being a part of the group.  They want to feel needed.  When we
don’t meet these expectations, people feel discounted, that their opinions don’t count.  With this dis-
valuation, they feel powerless to influence things.  Dis-empowerment and powerlessness then creates more
problems.  They then will rebel, react, resist, and do anything and everything to sabotage things.
Empowering people allows them to step into states of cooperation and productivity.

7) People need and long for direction.  
They want specific goals that lets them know where to go and what counts as success.  Specific outcomes
enables us to measure our progress so we can see if our actions actually move us closer to our goals or not.
We all need feedback to know how we’re doing.  We also need to know the rules so that we can know our
world.  Definable purposes and methods of measurement satisfy these needs.  People need challenges since
easy goals make for lackadaisical participants.

By giving specifics from the start you eliminate much argument and fussing. Communicate until all know
the standards.  Preframe to prevent trouble.  Whether an individual or group, explore goals and see how
you can work together to mutually accomplish something important.

8) People want to see progress.
We function best in an outcome oriented way that gives us a sense of direction and a sense of success.
When we get a sense that we are moving in a good direction, we will keep at it and keep improving.  When
we succeed and are rewarded or affirmed for it, success itself becomes a reinforcing process or dynamic
that sustains our movement.

Since everybody does not have the same skill level in recognizing improvement, many need to have specific
ways identified so that they can recognize it.  Many operate perfectionistically  which prevents them from
even seeing or recognizing progress.  They discount everything that’s not perfect.  This also means that they
live without much reinforcement or good feelings.  

9) People need to learn.
We learn best experientially rather than being lectured.  The key to learning involves trying something and
stepping back to see how it worked.  Letting people engage in processes that makes for hands-on learning
is best.  The more we can provide situations in which people can experience, ask questions, explore,
receiving coaching, the better the learning.
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To succeed information alone isn’t enough.  Most people already know far more than they do. They have
more head knowledge than practical application know-how.  That’s why experiential learning is critical for
translating that knowledge into practice.  That’s why coaching people through experiences brings about the
most learning and transformation.

10) People need the freedom to fail.
Do your people feel safe to take risks?  Do they feel safe or unsafe with you?  Are people given a chance
to try, to explore, to experiment?  Or, is it fatal to fail or to make a mistake?  This comes to the forefront
when you must delegate.  Yet if “delegating” to you means “giving up control” or losing control, you’ll find
it very difficult.  What does delegating mean to you?  Does it mean working with and through people?

Does it mean giving people responsibilities, helping them to develop, learn, grow and understand.  In
process of delegating we have to be patient while the new learner muddles through what you could do in
half the time and much more efficiently.  Yet if you take over and do it yourself, that only impoverishes the
other person so that they do not learn, and are not groomed for taking on new responsibilities.  People need
a safe environment wherein learn involves the privilege to make mistakes as they experiment.

11) People need to be motivated.
Since emotional needs tap energy reserves within, people respond best when someone communicates and
touches their motivational system.  They want to see the value and relevancy of things.  They want to
understand how things fit together into a meaningful pattern.  They want to know the consequences if they
don’t.

Everyone of us has our own brand of happiness, joy, and motivation.  If we know another’s motivations
and values, what turns him or her on, then we can work with them motivationally or persuasionally in a way
that respects that person’s values and way of operating.  

12) People do not stay the same, they are always changing.
Just when you think you have someone figured out, they change.  The context changes,  they adopt a new
purpose.  They change their mind.  They enter into another stage of their own personal development.  Or
they regress. 
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BENCHMARKS

FOR BEING AN EFFECTIVE TEAM LEADER       

Executive Description:
Geoff Dowell initiated the following benchmarking of what consists of an effective
Assist Team.  He took this on as a project during the June 2005 London ACMC
Certification coaching.  We  have expanded and extended what Geoff began and together
we have continued to refine this list to make more explicit our understandings of
benchmarking out own skills as working together as leaders and as a team.

The following seeks to identify and quantify the actual behaviors that make up the
particular skills that are entailed in effectively being a small group leader and part of the
faculty for the Meta-Coach Training System.

As a working document about a development-in-process that will continue to grow and
evolve with each training, this is just the beginning. 

Essential Assist Team Skills: Intentions 

1) Demonstrating meta-coaching skills Being a good role model of coaching
2) Observing and interacting with participants Being present and interactive
3) Benchmarking coaching skills Skillfully benchmarking with precision
4) Collaborating as a team member Collaborative in attitude and action
5) Leading and coaching a team Active in leadership
6) Evaluating self performance Self-aware in continuous improvement
7) Assuming responsibility for self Responsible and accountable
8) Confronts difficulties quickly and effectively. Forthright, ready to work out conflicts
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1) Demonstrating Meta-Coaching Skills

Definition:  Actively and congruently demonstrating the demeanor and methodology of coaching
by using the seven core coaching skills (listening, supporting, questioning, meta-questions,
giving and receiving feedback, and inducing state) in everyday communicating and relating.

3.5 Conversationally facilitates participant learning elegantly and naturally in such a way that
they comment on the presence of meta-coaching skills.
Facilitates participants, challenges complaints and learning while demonstrating meta-
coaching skills.
Congruently displays emotional responses as exemplar of effective “apply to self” of the
tools.
Intervenes with participants in asking questions, checking state, inviting awareness of
process and holding accountable for words and behaviors.
Shares relevant examples of own business experience when asked.
Elicits meta-state / meta-program profiles of individuals, coaches to them to gain rapport.
Sets own outcomes and evaluates own efficacy in regular feedback reviews.

3 In most interactions uses facilitation and feedback style to communicate and relate.
Validates participants by acknowledging, reinforcing successes.
Accepts participant’s level of knowledge and skills, welcomes errors and mistakes as
opportunity to learn.
Emotionally stable as seen in even-handed approach with participants even in face of
positive or negative provocation.
Says “I don’t know,” Treats mistakes and errors as normal.
Intervenes at times asking awareness questions, e.g. “Where are you now?”
Uses review, reflection and evaluation to assist participants.

2 Facilitates with participants some of the time; gives advice or teaches at times.
Exhibits emotional self-control most of the time and responds appropriately if sometimes
reactively to provocation.
Bluffs knowledge or experience, will not say “I don’t know.” 
Denies messing up, blames others.
Incongruent (e.g., hesitant, stammering) when asked about one’s coaching practice.

1 Only seldom uses facilitation and feedback style of interaction.
Gives small amounts of advice without framing as mentoring.
Occasionally goes into unresourceful states getting aggressive, defensive when
questioned.
Brags or defensively declines to comment on the efficacy or details of own coaching
business.

0 Gives opinions and judgements without behavioral details.
Talks and teaches quoting his or her superior status or rank.
Interrupts to offer advice and anecdotes.
Only makes statements rather than asks questions. 
Goes into unresourceful states with participants. 
Gives more attention (time, conversation, etc.) to some participants.
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Refers to others not present as bad examples of desired skill.

2) Observing and interacting with participants

Definition:
Observing how participants are doing in the training and stepping in to engage, to assist
participants in learning and succeeding at the pre-defined activities against agreed criteria
for measurable outcomes.

3.5 Gives feedback in the moment of what works and what does not work.
Spend 100% of time in observation and reflection with participants
Steps in often to ask process questions: Where are you?  What are you looking for?
Reinforcing what’s working well with validation statements and questions.
Asking some testing questions.

3 Spending lots of time with participants in practice sessions.
Watching how participants are doing and being seen as witnessing them.
Communicating silently with face and gestures of one’s presence.
Taking notes about observations.
Able to report specifics about what went on in practice session to Assist Team.
Speaking to participants about what was seen and heard.
Stepping in at times to ask reflective questions.
Gives feedback score.

2 Steps in only a few times, misses key moments when presence could have made a
difference.
Not using face or non-verbals to communicate one’s presence, somber look, non-
expressive.

1 Having to be told to join in, watch and interact.
Doodling and reading instead of actively scanning group.
Unable to describe events to the Assist Team.

0 Not present for participant’s activities and practice sessions
Not engaged in looking and speaking with participants. 
Avoiding groups, keeping to oneself.
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3) Benchmarking the coaching skills of participants on the Core Coaching Skills 

Definition:  
Observing the performance of participants in a training exercise with a view to giving
feedback against defined performance criteria that leads to self-evaluation, corrective
action, performance improvement, and personal insight.

3.5 Acknowledging what coach did well.
Tasking for taking skills to next level.
Induces states of excitement about receiving feedback.
Checking with coach on response, “How does this fit what you perceived?”
Asking, “What will you take away from this?”

3 Acquaintance with benchmark criteria, demonstrated by speed at tracking.
Quickly sees/hears cues and registers them on form.
Writes notes of statements of the coach.
Summarizes details to the coach.
Tracks statements and non-verbals of patterns detected
Feedback in sensory behavioral terms.

2 Fumbling with papers as trying to track behaviors and words.
Few or no exact behaviors, words, or speech patterns written down.
No checking in giving the feedback about response.

1 Giving evaluations but no behaviors in reflection.
Making general statements with no specific examples.

0 No mention of the benchmark numbers or behaviors that indicate a given number.
Distracted in doing things other than benchmarking (looking at other groups, talking to
Assist Team, etc.).
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4) Collaborating as a team member.
Definition:

Working as a member of the leadership team, pro-actively seeking to work and connect
with the others to achieve agreed-upon training outcomes for everybody, namely, to offer
the teams as support groups for participants, to support the trainers and experts.

3.5 Regularly monitors the team and individuals to check on level of collaboration.
Speaks about cooperation and reminds others of the importance of collaborating.
Acts with autonomy while checking with others at times. 
Inquires about the “bigger picture” of the training as ultimate criteria.
Speaks clearly and succinctly in the Assist Team group meeting.
Validates team members in discussion (pacing, matching).
Gives concise, constructive and sensory specific feedback.
Takes initiative to ensure  tasks are completed on time.
Validation of understanding after communication exchange.
Works flexibly to accommodate short notice changes to plans and commitments and
covers for other team members. 
Facilitates problem solving from complaints from self and others for self-management
and positive resolution.

3 Asks questions about how to facilitate and enhance training outcomes.
Follows instructions from Team Director and Trainers with cooperative attitude as
evidenced by looking for sameness, asking, “Does this fit?”  
Talks and makes choices using “we” as criteria over “I.”
Speaks up for own team role asking if commitments are being honored.
Communicates information to others and gets information and services as agreed.
Communicates unresolved errors / omissions and complaints in the training review
process.

2 Fails at times to fully honor commitments to team members or participants.
Uses “I” more consistently than “we” when making choices between self and the group.
Cannot describe group skills that contribute to overall training. 
Late for Assist Team meetings.
Fails to manage time with one’s group. 
Complains about omissions and errors in logistics.
Encourages and validates complaints from others without facilitating self-management.
Does not complete assigned logistical tasks.

1 No words or questions indicating seeking to work with other team members.
Explains self and choices without reference to the team leader, trainers, or the training.
Leaves training room or doesn’t show up without checking with Team Director.

0 Refuses to accept responsibilities and limitations of being part of the assist team.
Pursues own agenda during training without acknowledging consequences to others.
Avoids contact and discussion.
Offers no contribution of ideas, insights, suggestions.
Uses “I” constantly and never “we.”
No questions of exploration with the group.
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4) Leading and coaching a team
Definition: 

Communicates a vision that compels a group of individuals to act cohesively as a team
to support and enhance the learning experiences of the training participants, to transform
the group into a team that works well together and achieves assignments.

375 Team fully completes tasks as set by Trainers (e.g., group benchmarking)
Communicates a compelling vision of team performance.
Sets all necessary pre-frames.  Negotiates outcomes before training starts.
Facilitates the development of a collective intention and key operating principles.
Coaches the identity of a team in relation to tasks and time.
Regularly reviews team performance against benchmarks.
Offers to coach individuals and the team for improvement in effectiveness.
Leaves space for others to lead when their knowledge and skills are appropriate.
Reviews the overall progress of the team and training with trainers to determine
corrective actions.
Fully congruent as evidenced by confidence in voice and posture in role as team leader.
Seeks permission to lead and commitment to follow.
Focuses on what needs to be done, allows the how to do it to be developed by group.
Celebrates team performance after the event and evaluates effectiveness in relation to
training outcomes and feedback from participants for learning.
Updates frames as required to manage the expectations of the group.
Keeps track of tasks and activities of the group.
Challenges inappropriate behavior to hold individuals accountable.

3 Identifies self as the Team Leader, allocates team roles.
Communicates clearly and concisely the purpose of the group tasks, etc., invites
discussion.
Steps in and out of the roles of working “in” the team and working “on” the team.
Asks questions that activate the group to create its own  strategies for cohesive activity.
Asks, “What happened and why?” to hold individuals accountable for their actions.
Devotes similar account of time and talk to group’s tasks and relationships.
Gets involved with tasks and responds flexibly to cover unavoidable resource gaps.
Keeps team and tasks to agreed times.

2 Incongruent in voice and posture, hesitant in taking lead role or organizing activities &
time.
Provides no rules, or imposes unclear and unreasonable rules without consulting the
group.
Focused on tasks at the expense of relationships by pushing people without validations.
Inflexible in responses, dogmatic in style, leaving little room for development.

1 Talks about self and one’s role with serious tone, facial expressions, no humor in voice.
Socializes too much or too little so team tasks are not completed.
Speaks of no vision for the group to become a team. 
Holds back from setting frames with the group.

0  Falls into unresourceful state (e.g., tears, silence, anger) when something does not go well
(Lacks the ego-strength to lead) 
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Talks more about one’s own agenda than the team’s.

6) Evaluating self performance

Definition: 
Identifying the specific behaviors with clearly stated KPIs, pursuing those actions and
then evaluating one’s effectiveness and appropriateness and the interventions in relation
to stated intentions and outcomes for the training.

3.5 Can identify own and others’ perceptions of one’s own behavior generally and against set
criteria.
Easily expresses strengths, growth areas when asked about performance.
Uses checklists on daily basis for self-evaluation.
Continually returns to a single context (e.g., to benchmark more effectively) to hold self
accountable to goals.

3 Clearly specifies one’s intentions and outcomes in self-development.
Uses criteria list to measure success for oneself. 
Checks with others about one’s evaluations for reality testing. 
Writes out sensory-based behaviors to work on.
Asks for coaching, insights, feedback, and ideas from colleagues for self-goals.

2 Speaks in universals (all, always, never, no one) when comparing one’s effectiveness of
actions.
While person can identify time spent in self-evaluation, the time is minimal.
Has no list of stretch goals and criteria for measuring progress.
Needs significant time to answer questions about self awareness and behavior.

1  Compares self with others, seeks to improve by emulating them.
When asked, “How do you evaluate your performance about X?” says, “I don’t know.”
Or, over-evaluates and over-rates one’s skills.  Refuses to be benchmarked on the skill.

0  Refuses to receive sensory feedback about effectiveness of own actions or interventions.
When asked, “how do you evaluate your performance about X?” says, “I have not even
thought about that.”
Consistently excludes everybody else’s performance without externalizing self-awareness
of own behavior.
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7) Assuming responsibility for self

Definition:
The state of mind-and-emotion of identifying and owning one’s responses, and acting in
accordance by using “I” language, refusing making statements of judgments of others,
distinguishing responses for self and to others. 
— Asks about what happened, when, where, with who, etc.
— Asks in curious tone, matter-of-fact voice.
— Offers no statements of explaining the cause or why of the behavior.
— Asks questions about statements of “excuse.”

3.5 Quickly assumes full responsibility for self, saying, “I did X and it went astray.”
Looks for feedback, insights, ideas; asks for coaching.
Seeks out from others feedback about actions, successful and unsuccessful.
Refuses to let someone else make excuses for oneself.
Talks about responsibility for self and to others, asking about where the line is.

3 When speaking about actions and behaviors generated from within oneself, uses “I.”
When faced with something not working well, asks about one’s own actions. 
Explores with questions, when, where, what, which, etc. to obtain details of actions.
Asks questions about consequences of actions, effect on others.
Asks questions about your response or another’s.

2 Engages in lengthy explanations about “why” things didn’t work out.
Speaks about shame, embarrassment, guilt, feeling bad when talking about such.
Lowers head, mumbles, acts in ways to placate or to play the victim.

1 When aware of one’s actions and consequences that failed, shifts subject.
Blames others, circumstances, situations for failed actions. 

0 No questions or exploration about one’s own actions.
Accuses others, judges, uses mind-reading statements about others.
Uses cause-effect statements placing “cause” outside oneself for one’s own actions.
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8) Confronts difficulties quickly and effectively

Definition:
Identifies difficulties, challenges, and problems that arise and addresses them directly
with the person or persons involved in kind, calm, and focused way, clearly
distinguishing responsibility to and for, creating safety for the others, separating person
and behavior, and focusing on solutions for the future.

3.5 Spends abundant time pacing the state of everyone concerned before initiating the talk.
Asking about how safe the other or others feel, making adjustments for safety.
Sets frames about the confrontation to make it a positive experience aimed for the benefit
of everyone.
Inquires about context and setting to make sure it is supportive for all.
Saying words about one’s own fallibility, possibility of having it wrong.

3 Brings up unpleasant and “sensitive” subjects in calm and objective manner.
Asks permission to bring the subject up.
Inquires of others if they want to talk about it, if they are in the right state to talk.
Frames that the talk is about behavior, not person.
Presents issue directly and succinctly using sensory specific language asking for the
other’s perspective on it.

2 Brings up subject but doesn’t ask permission or check state of others.
Starts calmly and with sensory specific language but slides into stress judgments and
evaluations.

1 Starting in resourceful state, but quickly gets into an angry or aggressive state, sharp tone,
etc.
Using “you” language and making assertions without any question of their validity.
Using exaggerations, mind-reading, emotionalizing, “should-ing” language.

0 Talking in anger, stressed, frustration state and not shifting.
No inquiry about the other, jumping in with the confrontation.
Speaking in harsh tone, quickly, breathing hard.
Avoiding, pretending, refusing to deal with the issue.
Putting it off, letting it brew.  


