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xii i

Preface

We are excited to share our Professional Coaching experiences with you. We enjoy practicing Agile 
and coaching as well as teaching and learning more from others. We are very active in organizing 
and speaking at Agile meetups and conferences. We incorporate many activities into our teaching 
because we love to learn by doing.

Over the years, people have often asked us, “When will you write a book?” Although we had lots of 
material and activities from our teaching and conference sessions, we weren’t sure what our unique 
angle might be.

Then, when we were talking about our Agile Coach course at an Agile Games New England event, 
we started hearing something interesting. People said they had decided to skip Agile Coach training 
and go straight to Professional Coaching training. What makes this interesting is that Professional 
Coaching is its own discipline, separate from Agile. We realized we had found the angle we were 
looking for: a book with lots of exercises written for people in an Agile environment who want to 
learn more about Professional Coaching.
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xiv Preface

To get a better idea of what Professional Coaching is, let’s move away from Agile and Agile Coaching 
altogether for a moment and consider people’s personal and work lives in general. As we go about 
our daily lives, we make many decisions and find solutions to issues as they arise. When we run into 
an issue we can’t solve immediately or decide to try something new, there are a number of tactics 
we can employ to identify next steps, such as putting aside time to focus on the matter, looking for 
ways to stimulate our imagination, and thinking of different perspectives to consider.

If we are still stuck and become frustrated, we may reach out to other people. Other people can 
 provide support in a variety of ways, including the following: partnering with us on the tactics 
already mentioned, listening and keeping the focus on us, asking questions that lead to insights, 
or providing new information that is relevant to our issue.

By contrast, there are many behaviors that diminish the value we receive from other people as we 
search for a way forward. Sometimes, people interrupt the flow of our thinking, judge what we are 
saying, and provide unsolicited opinions and advice. Refraining from these diminishing behaviors is 
another way that people can support us.

Usually, we need to interact with more than one person to get the help we need to find solutions to 
our issues. Who we reach out to depends on the kind of assistance we need. Even after we get new 
information and perspectives from reaching out to others, we generally need to tailor a  solution to 
our personal perception of our capabilities and situation.

What Is Professional Coaching?
Professional Coaching is an approach for helping people when they are stuck. It is composed of two 
parts. The first part consists of supportive behaviors such as those described earlier, practiced to a 
high degree of skill. The second part consists of coaching-specific skills such as asking perspective-
shifting questions and setting up accountability systems.

In this book, we use the term Professional Coaching as defined by recognized credentialing bodies 
such as the International Coaching Federation (ICF) and the International Association of Coaching 
(IAC). One definition of coaching (from the ICF) is “Partnering with clients in a thought-provoking 
and creative process that inspires them to maximize their personal and professional potential.”

In the Agile community, the basics of Professional Coaching were first widely publicized by Lyssa 
Adkins’s highly influential 2010 book Coaching Agile Teams. Professional Coaching is also recog-
nized as one of the core competencies of an Agile Coach by the International Consortium of Agile 
(ICAgile) and the Scrum Alliance’s Certified Agile Coach program.

Lyssa introduced an Agile Coaching framework consisting of four distinct areas of competency: 
Professional Coaching, Facilitation, Teaching, and Mentoring. Lyssa’s book covers each of these areas, 
and we highly recommend it for those who are looking for an introduction to Agile Coaching. As 
depicted in Figure P.1, this book focuses on Professional Coaching and touches on the other three 
areas as they relate to Professional Coaching.
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This Book

Te
ac

hi

ng
Facilitating

Mentoring

Professional
Coaching

Figure P.1 
The focus of this book

Achieving proficiency in Professional Coaching is a rigorous journey of learning, mentorship, and 
practicing in alignment with Professional Coaching behaviors. The full scope and depth of skills and 
behaviors of Professional Coaching are described by the ICF in their competencies and assessment 
markers documents and by the IAC in their Coaching Masteries e-book.

One way to assess your proficiency is by pursuing a coaching credential. The first of three possible 
ICF credentials currently requires 60 hours of live training, 100 hours of coaching in accordance with 
their assessment markers, 10 hours of mentor coaching, passing a knowledge assessment exam, 
and submitting a recording of a coaching session that exhibits the behaviors covered by the ICF 
assessment markers.

We believe Professional Coaching is a mindset and skill set that anyone can learn with practice. This 
book is a start along that journey, within an Agile context. We’ll show you how to apply Professional 
Coaching when working with individuals, teams, and organizations. Be sure to augment what you 
learn here by engaging with colleagues who are further along the Professional Coaching path.

Professional Coaching draws on many bodies of knowledge, including emotional intelligence, psychol-
ogy, feedback, mindfulness, and others—all are deep topics on their own. Although we will touch on 
these other bodies of knowledge, we will do so only to show their connection to Professional Coaching.

Who Is This Book For?
This book is for Agilists, people who model and champion the values and principles of the Agile 
Manifesto. Agilists support individuals, teams, and organizations as they transition from one mind-
set and way of working to a more Agile mindset and Agile way of working. Agilists include those in 
named Agile roles such as an Agile Coach or Scrum Master, but also include Agile team members 
and those in leadership positions who are sponsoring and supporting the change.

Most books on the topic of Professional Coaching focus on how to coach an individual seeking to 
improve their performance across any area of life. In contrast, this book focuses on how to coach 
individuals, teams, and organizations as they increase their ability to think and work in an Agile way. 
This book is written for Agilists who work alongside those they coach. We assume you are already 
familiar with Agile Coaching and are interested in diving deeper into the Professional Coaching aspect.
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What Makes Professional Coaching Valuable for Agilists?
Agile involves many changes in mindset, culture, process, and ways of working. As a result, people 
will get stuck more frequently as they try to figure out how to incorporate Agile in the way that they 
work. Professional Coaching is a valuable tool for helping people get unstuck and accelerating their 
transition to an Agile way of thinking and working.

What Is in This Book?
We have designed this book to enable learning through doing. There are exercises associated 
with each chapter that you can use to practice what you learn as you go. The book starts with the 
basics of using Professional Coaching, adding advanced concepts and practices as it progresses. 
Consequently, not all of the material on any given subject will be found in one place. For instance, 
we introduce powerful questions in Chapter 1 and expand on the topic throughout the book.

The first three chapters serve as a foundation for the rest of the book. Subsequent chapters may be 
read in any order. You don’t need to read the entire book to start applying what you learn. You can 
read the book a chapter at a time, do the exercises for that chapter, and then move on to the next 
chapter. Alternatively, you can read the entire book and then do the exercises at the end.

Chapter 1: Basics of Professional Coaching. 
Learn about our approach of objective-based coach-
ing and see how everything in coaching supports 
the “aha” moment. Identify the fundamental differ-
ences between the coaching mindset and the expert 
mindset. Discover the key attributes of “powerful 
questions” that provide deep insights leading to those 
aha moments. Explore Professional Coaching through 
a sample conversation.

GOAL

Agreement

I want
to...

Chapter 2: Professional Coaching in Depth. 
Learn more about the coaching objectives. Explore the 
coachee’s mental landscape of issue, goal, paths, and 
obstacles. Discover how coaching techniques connect 
coaching objectives and powerful questions. Further 
explore how to apply Professional Coaching through a 
series of three coaching  conversations.
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CoachCoachee 

Chapter 3: Acting as a Mirror. Explore 
techniques to help people uncover blind spots and 
see themselves, others, and the circumstances of 
their situation more clearly. This chapter shows 
how everything works together and completes 
the foundation of Professional Coaching that the 
following chapters depend on.

Chapter 4: Offering Expertise. Although 
coaching is a major part of helping people move 
toward an Agile mindset and Agile way of working, 
your Agile knowledge and experience will also play 
a significant role. Learn how to offer expertise while 
maintaining a Professional Coaching mindset.

GOAL

Chapter 5: Coaching toward Performance. 
Explore techniques to help individuals, teams, and 
organizations connect with their unique strengths 
and other dimensions of who they are to grow their 
awareness of what helps them perform at their best.

Chapter 6: Being the Best Coach You Can Be. 
Discover how you can increase your effectiveness as 
a coach by leveraging your whole self. Incorporate 
who you are as a person into your coaching and 
incorporate Professional Coaching into who you are 
as a person.
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Chapter 7: Leveraging Group Facilitation. 
Learn how to blend Professional Coaching and 
group facilitation to multiply the effectiveness of 
both disciplines and include and engage everyone. 
See how to shift from conducting Agile events 
to applying Professional Coaching to teams and 
organizations.

Chapter 8: The Coaching Engagement. You 
have your unique approach to coaching—from 
how you start with a new team to how you provide 
potentially useful expertise. The people, teams, 
and organizations you coach have their respective 
expectations of what you will do and how you 
will do it. Examine techniques for managing a 
mutually successful engagement such as coaching 
engagement models and coaching agreements.

Appendix A: Exercises. As you read the book, practice coaching with more than two dozen  exercises that cover 
the material in all eight chapters.

Appendix B: References. Material from throughout the book—such as the coaching objectives, coaching 
principles, coaching techniques, and behaviors to do and avoid—arranged for easy reference in your day-to-day 
coaching. This appendix also includes a coaching “reference sheet” for use when practicing coaching, templates of 
documents used in coaching, and guidelines for providing feedback and expertise. Between the reference sheet 
and the coaching techniques, this appendix contains more than 100 examples of powerful questions.

Register your copy of Professional Coaching for Agilists on the InformIT site for convenient access 
to updates and/or corrections as they become available. To start the registration process, go to 
informit.com/register and log in or create an account. Enter the product ISBN (9780136741732) 
and click Submit. Look on the Registered Products tab for an Access Bonus Content link next to 
this product, and follow that link to access any available bonus materials. If you would like to be 
notified of exclusive offers on new editions and updates, please check the box to receive email 
from us. 
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59

4
Offering Expertise

When you first start working with people, they may recognize your value only as an Agile expert 
and problem solver. They may not have had experience working with people who have Professional 
Coaching skills. In any given interaction, it is possible that the coachee will be able to move forward 
on their own without your Agile expertise or problem-solving skills. Considering that you won’t 
know in advance if that is the case, we recommend you start with the assumption that the coachee 
can move forward on their own. When you lean toward Professional Coaching over providing Agile 
expertise or problem-solving, you maximize the opportunity for your coachees to learn and grow in 
their ability to think and solve problems in an Agile way.
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60 Chapter  4  O ffer ing Exper t ise

Our coaching principle related to expertise is the following:

 
Professional Coaching provides more opportunity for coachees to learn and grow 
than offering expertise does. 

In this chapter, we’ll look at how to hold back from offering expertise, when to switch from 
Professional Coaching to offering expertise, how to provide just enough expertise while staying in a 
coaching mindset, and how to switch back to Professional Coaching as soon as possible.

We define expertise as any knowledge, skill, experience, or problem-solving ability related to a 
specific field. There are many ways to share expertise. We include sharing observations, sharing 
feedback, and comparing expectations as forms of sharing expertise.

Resisting the Urge to Provide Unsolicited Expertise
It may seem that when someone approaches you in your capacity as an Agile Coach, Scrum Master, 
or Agile expert in some other role, there is an implicit request for your expertise. However, people 
often share expertise before it is explicitly asked for. The first and hardest part of staying in the 
coaching mode is resisting your own urge to share your expertise when you see an opportunity. 
People often say to us, “I just want to help people.” Providing expertise that can lead to a solution is 
one way to help. Professional Coaching is another way.

Before you provide any expertise, make sure that it is the right time to do so. It may be that the ini-
tial description of an issue is not the real issue. Coaching can help both the coach and the coachee 
make sure they are working on the real issue before going too deep into whatever comes up at first.

Also, if the coachee can arrive at a solution that works well for them without any expertise from you, 
then you have provided them with the opportunity to learn and grow in their ability to solve prob-
lems in an Agile way.

So the first step to staying in the coaching mode is to set an intention to only offer your expertise 
when it is explicitly asked for. See how long you can withhold offering expertise. Learning to resist 
the temptation to offer expertise before the coachee asks for it can take months of practice.

Handling Explicit Requests for Expertise
You don’t always have a chance to withhold your expertise, because the coachee may start the 
conversation with some variation of “I need your expert opinion.” In our experience, many people 
have not yet experienced Professional Coaching. When people are not familiar with Professional 
Coaching, they will most likely be approaching us purely for our Agile expertise. They may feel a 
need to validate a decision they have already made or to get “the answer” to their problem.
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Here are four methods for handling explicit requests for expertise: reducing the number of requests 
by proactively educating people on the value of coaching, applying the “redirecting” coaching 
technique, applying the “highlighting” coaching technique, and sharing expertise using a coaching 
mindset.

Proactively Raising Awareness of the Value of Coaching

People often have unrealistic expectations of Agile experts. We find that people often approach 
coaches with situations such as: “We keep pushing work to the next Sprint and the kind of work we 
do can’t be broken down further. What’s the right thing to do?” The only information the coachee 
has provided is that work is getting pushed, and they believe that the work can’t be broken down 
further. It would take a magician to determine what would work in this situation given this limited 
information. And even if the coach goes into expert/problem-solving mode, whatever they come up 
with might work for them personally given their skills and experience, but it may not work for the 
coachee and others involved, given their skills and experience.

By helping coachees understand the value of coaching prior to engaging with them, you can help 
them understand that you are not a magician who can conjure the solution to every problem that 
involves Agile. You can also increase the chances that they approach you for your coaching skill 
rather than just your expertise.

Here are some ways to help people understand the value of coaching:

• Send people a one-page description of what coaching is, how it works, and its potential value 
(example provided in Appendix B).

• At the beginning of any interaction with a new organization, team, or individual, introduce 
coaching agreements, as covered in Chapter 8.

• Offer a demonstration of coaching.

• Model coaching through the day-to-day use of your coaching skills.

Coaching Technique: Redirecting

When you receive a direct request to provide expertise or do some work the requester could do, 
such as “What do you think I should do?” or “Can you run the retrospective for my team?” a skill-
ful redirect can move the conversation to a coaching conversation. Redirecting has three parts: 
(1) directly acknowledging the request; (2) temporarily redirecting to coaching to explore what’s 
behind the request; and (3) determining what the coachee would like to do next, which may include 
the original request.

The first part is to acknowledge the request. When someone makes a request, they usually do it 
because they think that is the best course of action. If you ignore the request or deny the request, 
they may become impatient with you or feel that you are being dismissive. When you acknowl-
edge a request, you reassure the coachee you heard their request and that you will consider it as a 
possible option.
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The acknowledgment needs to be paired up with the temporary redirect to coaching, or else you 
may not end up doing any coaching. As an example: “I would be happy to share my thoughts. 
Before I do that, I’m wondering what you are already considering.” Here’s another example: “I’d be 
happy to run your retrospective. What is it you think I will bring to the retrospective that will help?” 
This response will give both of you more insight into where the coachee may be stuck in solving the 
issue on their own.

The last part of redirecting is giving the coachee freedom to return to their original request if they 
want to. This is done by including their original request in any discussion of possible options for 
moving forward. Including their original request demonstrates your belief in and respect for peo-
ple’s freedom to make their own choices. Ultimately, the coachee may still want you to do what they 
originally requested, but you will have now explored the possibility of the coachee finding solutions 
on their own.

Example dialog:

Manager: “Could you teach my team how to use planning poker?”

There may be a good reason for the team to learn and use planning poker. Alternatively, coaching 
may reveal that the real issue is that the manager thinks the estimates the team is coming up with 
are too large. In that case, teaching the team planning poker, when they may already know it, is 
likely to leave the original issue unresolved at best and aggravate the team at worst.

Coach: “I’d be happy to teach them planning poker. What makes this something that needs 
to be addressed right now?”

The coach has acknowledged the request and pivoted to a coaching conversation. It may be that 
the conversation ends right back where it started, but at least the coach has created an opportunity 
to see if the coachee can find a solution on their own.

Manager: “Well, I don’t think they are doing planning poker right because their estimates 
always seem to come out too high and then they don’t get the work done in time.”

From this answer, it seems that the manager may not understand the purpose of planning poker or 
may not understand the use of story points (or both). The coach may need to detour into teaching 
or mentoring at some point. But it looks like the coachee may have surfaced the real issue.

Let’s say that during the course of the conversation, the coachee has come up with a number of 
paths forward. Let’s rejoin the conversation a bit later on and see how the last step of circling back 
and leaving the choice with the coachee looks.

Coach: “You mentioned having me teach the team planning poker, having the Product Owner 
run a user story workshop, and resetting stakeholder expectations on delivery dates. 
What are you leaning toward?”

By including the original request, the coach is leaving the choice with the coachee and letting them 
know they can trust the coach and that the coach is not trying to trick them or get out of providing 
help.
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Coaching Technique: Highlighting

While requesting your opinion, coachees often express potential solutions in the request without 
recognizing them as such potential solutions. They may have a blind spot or perceive a constraint. 
This is a good opportunity to act as a mirror. If you are truly listening rather than trying to solve 
the coachee’s problem, you can more easily notice and highlight these potential solutions for the 
coachee to consider.

We call this highlighting. First, acknowledge the coachee’s request, then highlight the potential 
solutions they mentioned. Finally, switch to asking a coaching question. 

For instance, if they ask, “Do you think I should do A or B?” you can say, “I’m happy to share my 
thoughts, but I’d like to explore a little more first. It sounds like you are considering A and B. What’s 
keeping you from doing one of these?”

Here are some key phrases that indicate that the coachee may be dismissing potential solutions or 
perceiving constraints as immovable.

• “What would you do?”

• “I could do A or B, but what’s the right thing to do?”

• “We can’t do X because we would need to do Y first.”

Example dialog:

Product Owner: “We keep pushing stories into the next Sprint. I guess we could take on 
fewer stories, put in more hours, or split the stories, but what’s the right way to fix this?”

Coach: “I can share my thoughts, but I’m not in your shoes. You mentioned taking on fewer 
stories, or putting in more hours and splitting stories. I’m curious, what’s keeping you 
from picking one of these options?”

A common situation is that the coachee knows what needs to change but thinks of it as an immov-
able constraint. For example:

Senior Leader: “I’d like to use Scrum here, but we can’t because we don’t have cross-
functional teams. Is there another Agile framework that might work?”

Coach: “We can certainly discuss other frameworks. You mentioned that you’d like to use 
Scrum, and that it would require cross-functional teams to do so. I’m wondering, what’s 
keeping you from moving to cross-functional teams?”

As with redirecting, make sure to circle back and give them the option of getting your opinion on 
the subject.

Sharing Expertise with a Professional Coaching Mindset

If you are working with a team that may benefit from a practice such as the Kanban Method, but 
they have never heard of it, no amount of Professional Coaching is going to result in someone spon-
taneously saying, “Great question! Let’s visualize, limit our work in progress, make policies explicit,  
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and implement feedback loops. Let’s also collect data and graph our lead times, throughput, 
and cumulative flow to better understand our delivery capability.” In cases like these, you should 
absolutely offer your knowledge. Try “Here is something that you may find useful in this situation” 
rather than “This is what you need to do.” 

When providing Agile expertise, including sharing observations and setting expectations, it is possi-
ble to do so with a Professional Coaching mindset. Table 4.1 outlines an approach that preserves the 
coachee’s trust in you, preserves their ability to make their own choices, and supports their learning 
and growth.

Table 4.1 Sharing Expertise with a Professional Coaching Mindset

Step Description Example

Sense the Need Notice that the coachee may benefit from 
information they don’t currently have.

A coach is working with a Product Owner who 
is having trouble splitting a user story.

Offer Your Expertise Ask for permission to share your expertise,  
to confirm that receiving your expertise is the 
coachee’s choice.

Coach: “I have an idea here that may help. 
Would you like to hear it?”

Coachee: “Yes, I would.”

Articulate Your Expertise Unless it is already known, explain your 
background in the area being discussed. This gives 
the coachee context to help them decide how or if 
they will incorporate what you share with them.

Coach: “I’ve helped a number of Product 
Owners from a variety of industries to split 
user stories. I’ve also created some games to 
illustrate writing and splitting user stories.” 

Ask Context Questions You may need to ask questions to better choose 
which experiences or examples will be most 
relevant to a situation.

Coach: “What area of the business is the user 
story for?”

Coachee: “Credit card transaction processing.”

Provide the Relevant Examples  
or Experiences

Try to provide multiple experiences or options. 
Giving more choices will reinforce that the coachee 
decides.

Based on the answer to the context question, 
the coach provided examples of how other 
companies had split payment processing  
stories by customer size and credit card 
machine capabilities.

Return to the Coaching Mode Avoid questions that limit the coachee’s choice, 
such as “What do you think of my idea?” If you 
act as if the coachee had the information you 
just provided all along, you will likely feel less 
attached to it.

Coach: “What are you leaning toward doing?”

Maintain Neutrality to Preserve the Coachee’s Choice

Whenever you share expertise, remain neutral about the information you share. That is, offer it as 
something that worked for the people involved in their particular circumstances. By staying neutral, 
you enable the coachee to make a choice without being influenced by your personal opinion.
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Be careful not to show any preference for the options you share or the choice the coachee makes. 
Your preference can show in many ways: your tone of voice, your choice of words, your facial expres-
sion and body language. Don’t get excited when they pick what you feel is the “best” or “correct” 
option. Don’t show disappointment when they go in a different direction from what you had hoped. 
Remember, it is their choice, and they are the ones who will carry it out and live with the outcome. 
The more you influence someone’s choice, the more you own it and take on responsibility for the 
outcome.

Figure 4.1  
Offering expertise like pieces of a puzzle

As shown in Figure 4.1, think of sharing expertise as offering puzzle pieces that the coachee may be 
looking for. Imagine holding them out, saying, “I found these puzzle pieces.” If the coachee takes a 
puzzle piece from you, act as though they always had that piece. You may ask, “What are you lean-
ing toward doing next?” Perhaps they move immediately to next steps or perhaps they still need to 
consider how best to incorporate that piece based on their unique circumstances.

When the coachee doesn’t take what you offer, accept this and find a way to return to exploring. 
For instance: “Now that we’ve been discussing this for a bit, what do you suppose remains to be 
uncovered?”
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Wait to the Last Responsible Moment

It can be tempting to offer expertise as soon as you see the opportunity. Alternatively, if you wait 
too long, the coachee may become frustrated. Our recommendation is to stay in a pure coaching 
mode for as long as you can, but to monitor the coachee for signs of frustration. If you are coaching 
and they are making good progress, there’s no need to switch over to providing expertise.

Sharing the “Minimum Viable” Amount of Expertise
Many of us have had the experience of having something that we already know being explained to 
us in excruciating detail. When providing expertise, consider the saying “Less is more.”

We have found the following levels of choice useful for determining the minimum viable expertise 
to share. We have ordered the levels from providing the most choice to providing the least choice.

Share missing information. Sometimes the coachee has everything they need to move forward, 
except for one small piece of information. Because you already have that information, you may 
see a whole plan for moving forward in your head. By providing just the missing piece of infor-
mation instead of the whole plan, you give the coachee the opportunity to do the rest of the 
work on their own.

Share a resource. When there are many possibilities for action, providing just a couple requires 
selection on your part, which then limits the coachee’s choice. If you provide a resource that 
offers a wealth of information in the area of the coachee’s interest, that gives the coachee more 
choice. It does require more effort on the coachee’s part to get to a plan of action, but it also 
gives them a reference to consult when they have a similar situation in the future—and it keeps 
their choices open.

Share relevant examples. When you don’t know of a relevant resource, or there is a time constraint, 
provide examples and anecdotes from your own experience. This usually affords the least choice 
for the coachee. However, by providing multiple relevant and viable examples and following the 
guidelines on sharing expertise, you can still maximize the coachee’s ability to choose.

Here is an example interaction that shows the application of these three levels of choice:

Scrum Master: “Our retrospectives are getting boring and useless. ‘What went well, what 
didn’t go well, and what ideas do you have?’ over and over again is mind-numbing.  
What should I do?”

Coach: [Shares missing information.] “The Scrum Guide only requires a retrospective, not a 
specific format.”

Coachee: “Oh! I didn’t know that. That’s awesome! In the future, I’ll take advantage of that 
 flexibility, but I don’t know any other formats. What should I do?”
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Coach: [Shares a resource.] “There’s a website called retromat.org that will give you  
a random format by choosing from a wide variety of options for the five stages of  
a retrospective.”

Coachee: “Oh! Terrific! But I need to run this tomorrow and I don’t have time to look into  
that. What should I do?

Coach: [Shares examples/experience.] “I find that when folks are first trying a different  
format, they have good results running ‘Best Team’ or ‘Timeline.’ I’ll send some informa-
tion on those.”

Coachee: “Perfect. Thanks so much for your help.”

Feedback Is a Form of Expertise

As an Agile expert, you will notice things that others don’t. When you share your feedback, you 
are sharing expertise. Everything that applies to sharing other kinds of expertise also applies to 
feedback.

Observations Are Feedback

The simplest form of feedback is an observation: “You have tomato sauce on your nose.” It is the 
same as holding up a mirror to help the other person see something that they may be missing. It is 
just an observation; there is no reference to expectation. You don’t need to do anything beyond the 
observation; the person will thank you and take care of the issue on their own.

Saying “I noticed the standup went to 30 minutes today” is feedback in the form of an observation. 
If there is already a shared expectation around the length of the standup, a simple observation 
should suffice. On the other hand, perhaps members of the team came from another organization 
where the expectation was 30 minutes and they feel like everything is fine. In that case, there are 
mismatched expectations and a simple observation will not be enough feedback.

Comparing Expectations Is Feedback

Another way to provide feedback is via expectations. For example, you might be attending a 
standup for a team that is new to Agile. You notice lots of discussion on topics outside of the work 
that the team is focused on for the current iteration. With your teaching hat on you might say, 
“I notice there has been some discussion on subjects outside of the work for this iteration. There’s 
no issue with having those discussions. However, the expectation during the standup meeting is 
that we will limit our discussion to what we are currently working on for this iteration and discuss 
other topics later, perhaps right after the standup meeting.”

With this statement, you have provided feedback on the current situation consisting of an observa-
tion and a reminder of what is expected. Hopefully, that is all that is needed for the team to change 
their behavior. If that doesn’t work, you may need to provide more expertise to help the team 
 produce the expected result.
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Sharing the Minimum Viable Amount of Feedback

Just as with other forms of expertise, you can share the minimum amount of feedback. For instance, 
if you sense that a person is unaware of something that would be useful for them to know, make a 
single small observation and then stop. If you sense there may be a difference of expectations, just 
state your expectations and then stop. When you provide the minimum viable amount of feedback, 
it gives the other person the opportunity to make their own choice about what to do about the 
observation or new understanding of expectations, possibly removing the need for you to provide 
additional expertise. And if the expertise you have shared is not enough, you can always offer more.

Giving Praise and Criticism Is Like Playing a Game of Hot and Cold

Praise and criticism are often intertwined with observations and expectations. Praise and criticism 
are forms of judgment. Praise may make the coachee feel good about their performance. Similarly, 
criticism may make them feel bad. Neither provides much information about exactly what met or 
did not meet expectations.

Consider the children’s game “Hot and Cold.” In this game, an object is hidden and a seeker has to 
find it. The seeker is given clues about how close they are to the hidden object in terms of tempera-
ture. They are told they are getting hotter if they are closer and colder if they are farther away. The 
seeker depends on these clues to find the object.

Providing praise or criticism of a coachee’s performance is similar to a game of Hot and Cold. 
Without receiving specifics through observations and expectations, the coachee is less likely to 
learn how to do Agile well. If the person providing the feedback goes away, the coachee’s ability to 
continue on the path to Agility may also go away.

In our experience, the best results come from using only observations and expectations to provide 
feedback and avoiding praise and criticism. When people realize through your observations that 
they are meeting their own expectations, they will naturally feel good about their efforts.

Examples

The following examples illustrate the differences between observation, expectation, praise, and 
criticism.

Scenario: A Scrum Master conducts a retrospective. In the team agreement, it says the team picks 
the retrospective format and the duration is an hour. The Scrum Master brings two new formats 
for the team to choose from. During the retrospective, one of the topics that surfaces is to make 
a decision between two potential implementation technologies. After a facilitated discussion, the 
team makes their decision and then creates a plan for moving forward. At one point, Bob, a tech-
nical writer, tries to get the Scrum Master’s attention but fails. The retrospective runs one hour 
and fifteen minutes and some participants leave after an hour.

Praise: “Awesome retro! Way to go!”
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Criticism: “The retro could have been better.”

Observation: “I see the retro ran over by fifteen minutes and people had to leave before the end.”

Expectation: “The team agreement says that the retrospective should be an hour, but that was an 
hour and fifteen minutes.”

Expectation [From Bob]: “I expected everyone to have a chance to speak.”

Advice: “Next time, consider checking in on the time throughout the retro and ask people what they 
want to do if it seems the conversation will run over time.”

Return to Professional Coaching as Soon as Possible

Part of sharing the minimum viable amount of expertise is returning to Professional Coaching as 
soon as you can. Think of Professional Coaching as your default mode, only venturing away from 
it when absolutely necessary and then for as short a time as possible. Set an intent to start with 
Professional Coaching, switch to something else when needed, then switch back to Professional 
Coaching. This approach is illustrated in Figure 4.2.
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Figure 4.2  
Staying in Professional Coaching mode as much as possible

We All Have Blind Spots
As an Agilist, you have a “superpower.” You have an aptitude for Agile, have spent time taking Agile 
classes, and have more experience with Agile than many other people. When you observe a standup 
or retrospective, you will see things that others don’t see.
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Let’s say you see team members showing up late to the standup and also grumbling about the start 
time, even though that’s the start time in their team agreement. You see some discussion on the late 
start that isn’t leading to a resolution. Based on your experience and where this team is at in their 
Agile journey, you feel they need to revisit their team working agreement. Although they often refer 
to their team agreement, it has been a while since they have updated it. During that time, there 
have been some changes to both the team and their environment.

If, based on your observations and experience, you suggest to them that they revisit their team 
agreement, they may go along with you. And perhaps it will help. But the question here is this: Why 
didn’t they think of this on their own? Is it because they forgot about the team agreement? Is it 
because they don’t actually value it? Is it because they haven’t built the habit of regularly revisiting 
their team agreement? Or is it something else?

Instead of sharing your conclusion based on your observations and experience, share what you  
saw that started your thought process and see where it goes from there. You might say something 
like this: “May I offer an observation? Yes? OK, I notice quite a bit of tension around the start time 
of the standup. Considering that the start time is in the team agreement, I wonder what might be 
going on?”

There is no point in making observations, providing feedback, or sharing expertise regarding things 
that are in the receiver’s blind spots. First, you need to find a way to raise their awareness of the 
blind spot. By focusing on what they can already see, you show that you are listening to them and 
focusing on them, and you build trust and rapport.

Here’s another example, but this time the blind spot is in a coach. I (Damon) was overseeing a 
coaching engagement where the embedded coach was at risk of being removed from the engage-
ment. I went to talk to the coach and asked what was going on. The coach said, “They just don’t see 
it!” I asked, “What don’t they see?” The coach said, “They are losing so much money and opportunity 
by not doing DevOps.” I asked, “What is it that they do see?” The coach said, “Oh, they have a whole 
list of things they want help with.”

About a month later in a follow-up, the coach said, “They are starting to see how fragile their 
deployment process is and are starting to ask how continuous integration and continuous deploy-
ment might help.” As the team learned more and took care of what they saw quite clearly, other 
impediments and potential improvements became visible to them.

When you are observing a team or an organization, consider the model of blind spots, as shown in 
Figure 4.3. Keep in mind that what you see and what they see are different. Look for impediments 
and opportunities for improvement that both you and your coachees see, and then focus on these 
first. As you build trust and increase the coachees’ Agile knowledge and experience, the scope 
of what you see in common will expand, and their trust in your coaching and Agile expertise will 
expand as well.

9780136741732_print.indb   70 02/02/21   12:07 pm



Applying a  Coaching M indset  to  Teaching 71

Coachee Coach

Blin
d S

pot

Blin
d S

pot

Impediment

Improvement

Impediment

Improvement

Impediment

Improvement

Figure 4.3  
Blind spots

Applying a Coaching Mindset to Teaching
In our experience, teams that increase their Agility the fastest also have the most involvement in 
choosing how they work. The difficulty in supporting this approach is finding ways to impart knowl-
edge while allowing the team to make their own choices. The Agile Manifesto does not dictate a 
specific way to align with its values and principles. One way to teach a team and yet allow them to 
choose how they will work is to separate the teaching from the choice of what to do.

To separate the two, teach the most common Agile practices with the explanation that “these are 
things you can do,” and then separately facilitate a session to help the team decide what they will 
do. For example, we were working with an organization that wanted to implement Scrum, with the 
exception of one team that said that while they did want to be more Agile, they didn’t think Scrum 
out of the box would work for them. The team was doing infrastructure work, such as rolling out 
new firewall rules, provisioning servers, and the like. There was no one performing the equivalent of 
the Product Owner role, and no one in the organization was looking to fill that role. Many organiza-
tions use Kanban for infrastructure teams.

Rather than suggest a particular framework or mash-up of techniques, we ran a workshop that 
taught the team the basics of Agile, Scrum, and Kanban and then enabled them to pick the 
 practices that appealed to them. They ended up choosing the following practices:

• T-shirt sizing

• Visualizing their work with a simple card wall

• Having the entire team act as the Product Owner

• Using a backlog
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• Describing the work just as they had before

• Choosing work-in-progress limits

• Having a daily huddle to check progress 

• Triaging new work as it comes in

• Deciding who was going to work on what as people completed their previous work

• Having a retrospective every other week

We made it clear as part of the workshop that they should consider these practices as their start-
ing point and refine their choices as they go, leveraging the retrospective to do so. Is that Scrum? 
Kanban? Scrumban? They didn’t care about giving it a name, and neither did we. They were very 
excited about what they had come up with as a team and moved forward with enthusiasm. Over 
the next few weeks, they significantly reduced their turnaround time and were happy with their 
custom-crafted “flavor” of Agile.

By using this approach, you give choice to the team and coach toward Agility, rather than choosing 
a specific Agile framework for the team and then teaching them that framework.

Creating a Self-Serve Knowledge-Sharing Environment
As an Agilist, you regularly observe opportunities to improve Agility. These observations can tempt 
you to make specific recommendations and to advocate for particular courses of action. Instead, 
consider leveraging your expertise and desire to help in a way that affords people more choice.

Let your observations guide you in deciding what to offer. For instance, you might observe an 
opportunity for people to benefit from technical practices or Kanban practices. You can then offer 
lunch-and-learns on these topics. Whoever shows up are potential allies. Attendance also helps 
gauge interest in topics to inform future offerings.

Using Agile and Modeling Agile

Modeling Agile behavior provides your Agile expertise in a way that others can absorb by their 
own choice. For instance, consider putting your coaching work in a backlog or a Kanban board. A 
physical visualization in a public area will provide a lot of visibility, but an electronic one also has 
its advantages. Using these tools gives you an opportunity to discuss and prioritize your work with 
others.

Publishing Your Capabilities

Imagine going to a restaurant. Once you are seated, the host doesn’t provide you with a menu. 
There are no menus on the table. There are no menus on the wall. There are no menus anywhere. 
When the server comes by, you ask for a menu, and they say, “We don’t have menus here.  
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We serve food. What would you like?” Then imagine you ask for a cheeseburger and they say, “We 
don’t serve that here.” That would be a frustrating experience.

Restaurants provide menus because they have certain capabilities and are prepared to offer cer-
tain meals. Similarly, as coaches, we have certain capabilities that our coachees may or may not be 
aware of. It may be their very first time using Agile, or they may have had a different coach in the 
past whose experiences and approach were different from yours.

There are many different views of what “Agile” really is. When you first meet a client or a new team, it 
is likely that the true value you can provide is not fully understood and that people will have certain 
preconceived notions of how you will provide value to the organization, teams, and individuals. 
Many people who could benefit from your services won’t even know what to ask for. 

Catalog of Services

Just as a menu explains what food a restaurant offers, a catalog of services explains what services 
you provide. When creating a catalog of services, make sure you provide enough detail to make 
your offerings interesting without overwhelming people. You want people to be able to quickly 
scan your catalog to see if there is anything they would like to learn more about. You can provide 
more detail in person.

Here are some possible offerings:

• Scrum Overview

• Scrum Training

• Kanban Overview

• Scaled Agile Framework Overview

• User Story Splitting Techniques

• Scrum Master Mentorship Program

• Product Owner Mentorship Program

• Three Fun Retrospective Formats to Try

• Introduction to Virtual Collaboration Tools

One of the benefits of having a catalog of services is that people are “opting in” when they ask for 
one of your services, rather than feeling they have a deficiency you are asking them to address. 
We’ve included examples of catalog entries in Appendix B for reference.

As with a catalog of services, people value learning how to apply Agile from others who have had 
experience in their role, especially if you were practicing Agile in that role. To raise awareness of 
your past roles, create and publish an “Agile Expertise Resume” that simply lists the roles you have 
had in the past and a little bit about your experience in those roles.
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Guidelines for Sharing Feedback and Expertise
Before offering feedback or expertise, consider what you can do to maximize the likelihood that it 
will be graciously accepted. Here are some guidelines we keep in mind:

• Timely. Feedback is most useful when it is delivered soon after whatever prompted the need 
for feedback.

• Good intent. When someone’s actions have negatively impacted you, you may feel upset 
about or critical of that person. Be wary of how your feelings may color your feedback with 
criticism or judgment. Check your intentions to make sure what you want to share is sincere 
and intended for the recipient’s benefit.

• With permission. Some people may welcome your feedback and expertise. Others may 
respond poorly to it. It is a good idea to get permission and to clarify that accepting the feed-
back and expertise is optional, particularly when you don’t have a history of giving feedback 
to that person. Most people, when asked “Would you like my feedback?” or “Would you like 
my advice?” will say yes. This is a good time to use your emotional intelligence to gauge their 
level of interest. Was the yes genuine or said to be polite? Was permission given freely or with 
reluctance? When asking for permission, check your intention. If you intend to provide your 
feedback or advice no matter what the response is, then you haven’t asked for permission. If 
your intent is truly to get permission, then you will stop as soon as you see any indication of a 
lack of interest. 

• Credible. People prefer to get feedback and expertise from someone whom they perceive as 
having greater experience in an area.

• Safe. Feelings about the optimal conditions for receiving feedback will vary. Some people are 
open to all feedback at any time, even in front of others. Others prefer to receive feedback in 
a private setting, such as a one-on-one conversation. Avoid giving “drive-by” feedback with no 
chance for the recipient to ask questions or respond.

Additional Considerations for Sharing Feedback and Expertise
Here are some additional thoughts on sharing feedback and expertise with a Professional Coaching 
mindset.

Embrace Not Knowing

An important part of Professional Coaching is being comfortable with not knowing. Not knowing 
may not match our image as an Agile expert. If we are the expert, how can we be comfortable 
with not knowing? It’s simple. Although we may be an expert in Scrum or Kanban or test-driven  
development, it is the coachee who is the expert in the area where Agile is being applied. Our role is 
to help the coachee become an expert at applying Agile within their context. We want our coachees 
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to see us as a partner first and Agile expert second. For this to happen, we need to act as a partner 
first and Agile expert second.

Acknowledge the Coachee’s Contributions

It’s not unusual for others to give you credit when you provide the missing puzzle piece. When you 
offer expertise that helps another person solve their problem, acknowledge their part in coming up 
with that solution. They figured out how to adapt the knowledge you provided to their specific cir-
cumstances. Remind the coachee of everything they did to come up with the solution and that you 
are their partner.

Encourage the Coachee’s Learning and Growth

After providing feedback or expertise, look for follow-up opportunities that will help the coachee 
to learn and grow. If the coachee asked for help splitting user stories, what user story splitting 
resources might you share? If the coachee requested advice on applying Kanban practices, what 
training might you or others offer? Most likely, many people are seeking your Agile expertise, so the 
more that your coachees invest in their own learning and growth, the more you can focus on pro-
viding the highest value to everyone you serve.

What if Their Approach Is Not as Good as My Approach?

The goal of coaching is to help people find their own solutions and to encourage their learning and 
growth so that they can practice Agile without having an Agile expert involved. When people make 
their own choices, they feel greater responsibility for the outcomes and will learn and grow more 
quickly. The goal is not to arrive at the solution that you feel is best, but rather a solution that moves 
the coachee toward mastery.

What if They Make a “Bad” Decision?

In a workshop, in reference to letting people and teams make their own decisions, a participant 
once asked, “What if we let them make their own decision and it doesn’t turn out well? I mean, if it is 
the kind of thing where they might skin their knees, that seems fine, but what if they might end up 
in the Emergency Room?”

We love questions that contain their own answer. And in fact, we thought it was so good we 
decided to use it as an example of when to move from Professional Coaching to something else. 
If someone comes up with an approach that is not what you would do, but it is what they came 
up with and the risk is analogous to getting a scrape when falling off a bicycle, there’s likely more 
growth opportunity than actual danger. Conversely, if they come up with an approach that you 
know from experience is likely to end badly, it is worth mentioning your past experience in a similar 
situation. People are responsible for their own welfare. If they still want to continue, there’s really 
not much anyone can do to stop them.
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Receiving Feedback as a Coach
One way to improve people’s receptiveness to feedback is to model that receptiveness. Modeling 
this behavior can be difficult when feedback is poorly delivered. Although some feedback may be 
poorly communicated and feel wrong, hurtful, or ill-intentioned, there may still be valuable informa-
tion in it that you can use. 

The first step to getting value from feedback is receiving it. You don’t have to agree with feedback to 
acknowledge it. For instance, rather than saying “That doesn’t make any sense to me,” you could try 
saying something like “I hear what you are saying” and consider what truth there may be to it. If you 
feel your emotions becoming unmanageable, you could say something like “That’s a lot for me to 
absorb. Let me think about what you said and follow up with you later.” You don’t have to respond 
right away.

When feedback is poorly delivered, see if you can apply the guidance in this chapter to compensate. 
Think about what’s missing in the delivery and see if you can supply it. For instance, say someone 
starts to deliver feedback in front of others that you’d rather receive in private. They aren’t asking for 
permission, and they aren’t delivering it in a safe environment. Consider interrupting them with “If 
you don’t mind, I’d be happy to hear your thoughts, but let’s do it after this.” Or perhaps someone 
criticizes you, but they don’t provide any specific information. You can acknowledge that they aren’t 
satisfied and ask for some specifics.

Chapter Summary
This chapter has been all about sharing expertise with a coaching mindset. By leaning into coach-
ing, you can maximize coachees’ ability to learn and grow in how they apply Agile in their work. This 
includes the following:

• Resisting the urge to provide unsolicited expertise

• Proactively communicating and demonstrating the value of coaching

• Using the coaching techniques redirecting and highlighting

• Sharing expertise using a coaching mindset

• Sharing the minimum viable amount of expertise

• Sharing expertise at the last responsible moment

• Avoiding praise and criticism

• Making your expert knowledge and expert services self-serve through approaches such as a 
catalog of services

A summary of the guidelines for sharing feedback and expertise described in this chapter is avail-
able in Appendix B. Appendix B also contains a summary of the guidelines for how to maximize 
your time spent in a purely coaching mode.
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Self-Assessment

For each of these questions, also consider any potential next steps.

• How often do you ask for permission prior to sharing feedback or expertise?

• How long can you interact with another person without offering opinions or expertise? Are 
you able to do this for 30 minutes?

• When you share expertise, how consistently are you able to do this without advocating  
a specific course of action?

• When a coachee doesn’t use the information that you provided, how well are you able to 
accept that choice?

• To what degree are you able to provide feedback without criticism or judgment?

Suggested Next Steps

• Look for opportunities to use the redirecting and highlighting coaching techniques.

• Look for opportunities to provide expertise with a coaching mindset.

• Do the exercises for Chapter 4 in Appendix A, which include “Create a Catalog of Services.”
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Index

ABCD model of cognitive behavioral therapy, 88–89
Absorbing information in mirroring, 43

emotional intelligence, 46
flow in, 45
patience in, 45
presence in, 43–45

Accountability, 32
Accrediting bodies, 4
Acknowledging

coachee contributions, 75
expertise requests, 61–62
in performance, 86–87
techniques, 186

Agile Coach
defined, 4
description, 179

Agile Manifesto
Agility guidelines, 140
coaching approach in, 139
teams and organizations, 118, 126

Agile simulations, offering, 185
Agile transformation workshops, offering, 185
Agile Work Game, 129
Aha moments, 9–10
Analogies, 91–92
Anti-patterns in powerful questions, 18–19, 175
Appelo, Jurgen, 130
Argyris, Chris, 89

Articulating expertise, 64
Assignments from sessions, 33–34
Associated goals, 10–11

Backlogs, coaching work by, 139–140
Bad decisions, dealing with, 75
Behaviors to avoid reference, 173
Behaviors to do reference, 171–172
Being agile, defined, 141
Best coaching factors. See Coaching effectiveness 

improvements
Big Values activity, 130
Blind spots, 69–71
Books, recommended, 195

Capabilities, publishing, 72–73
Castillo, Brooke, 88
Catalog of services

creating, 73
exercise, 161

Celebrating
in performance, 88
techniques, 186–187

Challenging
in performance, 87
risk in, 106
techniques, 187

Cheat-sheet coaching practice exercise, 154–155
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Clear questions, 16
CliftonStrengths tool, 82
Closed questions, 18
Closing sessions, 33–34
Coachees

contributions of, 75
defined, 4
educational materials for, 179–181
feelings, 104–105
focus on, 35
learning and growth of, 75
mental landscape of, 29–32
powerful questions inspired by, 15–17
reflecting in responses, 47–50
session purpose, 27–28

Coaching agreements
creating, 143–144
description, 7
exercises, 165–166
expectations in everyday life, 146–147
“in the moment,” 145–146, 165–166
individual, 181–182
with leadership, 145
organizational, 183
paths to, 148
as permissions, 25
with teams, 144, 182
written, from verbal, 147

Coaching assignments from sessions, 33–34
Coaching-by-objectives practice exercise, 167
Coaching effectiveness improvements, 97

emotional intelligence, 102–105
everyday interactions, 109–112
exercises, 162–164
pursuing excellence, 112–114
risk taking, 105–108
self-assessment, 115
summary, 114–115
whole-self approach, 97–101

Coaching engagement, 135
aligning principles with work, 137–140
coaching agreements, 143–148
coaching vs. other services, 142–143
issues and opportunities, 136
measuring agility, 140–141

models, 141–142
self-assessment, 149
summary, 148

Coaching mindset, applying to teaching, 71–72
Coaching mode guidelines, 178
Coaching references

objectives, 170–171
principles, 169–170
techniques, 186–187

Coaching techniques
acknowledging, 75, 186
celebrating, 88, 186
challenging, 87,187
depersonalizing, 36
determining goals and vision, 84, 188
encouraging, 86, 188–189
highlighting, 63, 189
intuition, 99, 190
lightening, 99, 190
notifying, 47, 190
orienting to goals, 84, 191
orienting to session purpose, 52, 191
personalizing, 34–35, 191
redirecting, 61, 192
reevaluating, 91, 192–193
reflection, 92, 193
reinterpreting, 91, 193–194
releasing, 105, 194
repatterning, 92, 194
summarizing, 51, 194–195

Coaching terminology, 4
Coaching value, raising awareness of, 61
Coaching vs. therapy, 142
Cognitive behavioral therapy model, 88–89
Comparing expectations as feedback, 67
Consulting vs. coaching, 143
Context questions for sharing expertise, 64
Contributions of coachees, acknowledging, 75
Conversations

description, 180–181
example, 12–14
in group facilitation, 120
session purpose, 25–29
starting, 7–8

Core Protocols, 121, 131
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Corrective actions in self-management, 103–104
Criticism, avoiding, 68–69

Decider protocol, 121–122, 131
Decision-making in group facilitation, 118
Depersonalizing technique, 36, 187
Dialog. See example dialog
Differences in personal inventories, 83
Diminishing behaviors, 2–3
Discrepancies in action plans, 32
Distractions

in presence, 43–44
releasing technique for, 105

Do-and-avoid coaching exercise, 159
Dot voting, 121
Doyle, Angie, 130

Educational materials for coachees, 179–181
Ellis, Albert, 89
Emotional intelligence (EQ), 102

in absorbing information, 46
example, 104
in relationship management, 103–104
in releasing technique, 105
responding to feelings, 104–105
in self-awareness, 102–103
in self-management, 103
in self-retrospectives, 114
in social awareness, 102
in thought patterns, 93

Encouragement
in performance, 86
techniques, 188–189

Engagement. See Coaching engagement
“Enough, Let’s Move On” (ELMO) cards, 108, 127
Everyday interactions

expectations in, 146–147
skills in, 109–112

Example dialog
with depersonalizing, 36
with highlighting, 63
with manager, 12
with neutrality, 48
with orienting to session purpose, 52
with paraphrasing, 49

with prioritizing, 51
with redirecting, 62
with reiterating, 49
with Scrum Master, 37-39
with sharing expertise, 64, 66
with summarizing, 51
with value, 90

Examples
conversations, 12–14
of expertise, 64

Excellence, pursuing, 112–114
Excitement for next steps, 31
Exercises, 151

coaching agreements, 165–166
coaching effectiveness improvements, 162–164
expertise, 160–161
group facilitation, 164–165
guidelines, 151–153
mirroring, 157–159
miscellaneous, 166–168
performance, 161–162
Professional Coaching basics, 153–155
Professional Coaching overview, 155–157

Expectations in everyday life, 112, 146–147
Experiences in sharing expertise, 64
Expertise, 58–59

blind spots, 69–71
coaching mindset, 71–72
defined, 60
exercises, 160–161
feedback as, 67–68
highlighting in, 63
praise and criticism in, 68–69
redirection of requests, 61–62
requests for, 60–66
self-assessment, 77
self-serve knowledge-sharing environments, 72–74
sharing, considerations, 74–76
sharing, exercises, 154, 160
sharing, guidelines, 74, 177–178
sharing, overview, 63–69
summary, 76
switching back from, 69
unsolicited, 60
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Fake next steps, 31
Feedback

from experienced practitioners, 112
as expertise, 67–68
guidelines, 74
in performance, 85–88
receiving, 76
risk in, 106

Feelings, responding to, 104–105
Fist of five technique, 121
Flow in absorbing information, 45
Focus

on coachees, 35
exercise, 160
in metacognition, 100–101
in mirroring, 50–53
on person vs. issue, 5–6
for prioritizing topics, 50–51
session purpose, 52–53
staying on track, 52
summarization in, 51

Follow-ups for sessions, 33
Formative stories, 157
Forward motion

in conversations, 10
next steps for, 30–32

Free-form coaching practice exercise, 166
Future-oriented questions, 16–17

Goals
associated, 10–11
determining, 84–85, 188
exercise, 162
identifying, 11
obstacles to, 30, 83–85
orienting to, 84, 191

Goleman, Daniel, 46
Group facilitation

adaptations for, 118
exercises, 164–165
nonviolent communication retrospective example, 

126–128
opportunities, 125–126
organization-level coaching conversation example, 

131–133

powerful questions in, 122–125
self-assessment, 133–134
self-organization in, 118–119
shared visioning in, 124–125
structures and practices, 119–122
summary, 133
two teams example, 128–131

Growth
from conversations, 11
encouraging, 75
risk taking for, 105–108

Gut exercise, 163

Habits, 92
Health checks for teams, 184
Help from others, 2–3
Highlighting

exercise, 160
in expertise, 63
techniques, 189

Humor, rapport with, 98–99

Identifying
goals, 11
session purpose, 9, 11

Impatience in absorbing information, 45
Improvement efforts, supporting, 94–95
In-the-moment coaching agreements

creating, 145–146
exercise, 165–166

Inner reflection, space for, 47
Insights, learning and growth from, 11
International Association of Coaching (IAC), xiv, 4, 196
International Coaching Federation (ICF), xiv, 4, 142, 196
Interrupting methods, 107–108
Intuition

in metacognition, 100–101
practical application of, 99–100
risk in, 106
techniques, 190

Judgment
avoiding, 48
with humor, 98–99
praise and criticism as, 68–69

I ndex
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Kerth, Norman, 127
Knowledge-sharing

environments, creating, 72–74
exercise, 160–161

“Ladder of inference” model, 89
Lancaster, Talia, 130
Leadership, coaching agreements with, 145
Leading questions, 18
Lean coffee technique, 122
Learning

from conversations, 11
encouraging, 75

Learning and growth, 11, 75, 94, 105, 177
Lencioni, Patrick, 129
Lightening technique, 99, 190
Listening exercises, 158–159

Management 3.0 (Appelo), 130
Management vs. coaching, 32
Mayer, John, 46
McCarthy, Jim and Michele, 121, 131
Meet protocol in group facilitation, 121
Meeting facilitation service, offering, 184
Mental landscape of coachees, 29–32
Mental models, 91–92
Mentor coaches, feedback from, 112
Metacognition, 100–101
Metaphors, 91–92
Mindsets

applying to teaching, 71–72
in powerful questions, 14–15
practicing, 112

Mirroring, 41
absorbing information in, 43–46
benefits, 42
exercises, 157–159
focus in, 50–53
neutrality in, 42
overview, 55–57
responses in, 46–50
self-assessment, 57–58
summary, 57
teams in, 53–54

Missing information, sharing, 66

Modeling Agile, 72
Motivation and next steps, 31
Multiple questions, asking, 19

Need for expertise, 64
Neutrality

in mirroring, 42
principle, 4–5
in sharing expertise, 64–65

New session purpose, orienting to, 53
Next steps, 31
Nonverbal mirror for the day exercise, 159
Nonviolent communication retrospective example, 

 126–128
Nonviolent Communication (Rosenberg), 127
Not knowing, accepting, 74
Notifying

in reflection, 47–48
techniques, 190

Objective-based coaching
aha moments, 9–10
associated goals, 10–11
forward motion, 10
learning and growth, 11
rapport building, 8–9
session purpose identification, 9
starting conversations, 7–8

Observations as feedback, 67
Obstacles to goals, 30, 83–85
Offering expertise, 64
Office hours, 184
One-way street for the day exercise, 158–159
“1-2-4-All” structure

in group facilitation, 120–121
two teams example, 130

Open-ended questions, 16
Open Space Technology

description, 122
in group facilitation, 131–132

Open Space Technology: A User’s Guide (Owen), 19
Organizations

coaching agreement example, 183
coaching conversation example, 131–133
Professional Coaching for, 19
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Orienting
to goals, 84, 191
risk in, 106
to session purpose, 52–53, 191

Overcoming the Five Dysfunctions of a Team (Lencioni), 129
Owen, Harrison, 19, 122

Paraphrasing, avoiding, 48–49
Patience in absorbing information, 45
Peer coaches, feedback from, 112
Performance, 79–80

acknowledging, 86–87
celebrating, 88
challenging in, 87
encouragement for, 86
exercises, 161–162
feedback for, 85–88
goals, 83–85
past personal successes for, 80–82
personal inventories for, 80–83
self-assessment, 95–96
summary, 95
team self-coaching, 94
thought patterns, 88–94

Permissions
interactions requiring, 24–25
session purpose, 25–29

Person focus, 5–6
Personal Histories activity, 129
Personal inventories

creating, 82–83
differences in, 83
dimensions in, 80–82
exercise, 161–162

Personalizing technique, 34–35, 191–192
Powerful activities in group facilitation, 123
Powerful questions, 14

anti-patterns, 18–19, 175
characteristics, 15–18, 175
determining, 29
in everyday life, 111
exercises, 155–156
in group facilitation, 118, 122–125

miscellaneous, 176–177
risk in, 106
types, 14–15

Praise, avoiding, 68–69
Presence

absorbing information in, 43–45
distractions, 43–44
methods, 44–45

Presence, listening, and reiterating exercise, 157–158
Prime Directive, 127
Prioritizing

session purpose, 9
topics, 50–51

Problem-solving tactics, 1
reaching out to others, 2–3
thinking things through, 2

Professional Coaching basics
coaching toolbox, 6
example conversation, 12–14
exercises, 153–155
neutrality principle, 4–5
objective-based coaching, 7–12
person focus on, 5–6
powerful questions, 14–19
problem-solving tactics, 1–3
resistance to, 5
self-assessment, 20
summary, 19–20
for teams and organizations, 19
terminology, 4

Professional Coaching defined, 3–4
Professional Coaching overview, 23–24, 55–57

closing sessions, 33–34
examples, 36–39
exercises, 155–157
mental landscape of coachees, 29–32
one-page description, 180–181
permissions, 24–29
self-assessment, 40
starting reference, 173–174
summary, 39–40
techniques, 34–36

Progress in two teams example, 131
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Project management vs. coaching, 32
Project Retrospectives: A Handbook for Team Review (Kerth), 

127
Publishing coaching capabilities, 72–73
Purpose, session

identifying, 9, 11
orientation techniques, 52–53, 191
overview, 25–29
two teams example, 129–130

Questions
for goals, 84–85
powerful. See Powerful questions
for sharing expertise, 64
in summarization, 51

Rapport
building, 8–9
exercise, 153–154
with humor, 98–99

Reaching out to others, 2–3
Real next steps, 31
Redirecting

of expertise requests, 61–62
techniques, 192

Reevaluating situations, 91–92, 192–193
Reflecting coachees in responses

coachee point of view, 48
exercise, 158
notification technique, 47–48
paraphrasing, 48–49
reiteration, 49–50
space for, 47
techniques, 193
in thought patterns, 92

Reflection, 92, 193
Reinterpreting situations, 91, 193–194
Reiteration

exercise, 158
in reflection, 49–50

Relationship management in emotional intelligence, 46, 
103–104

Releasing technique, 105, 194
Relevant information, sharing, 66
Repatterning

techniques, 194
thought patterns, 92

Reserving your opinion for the day exercise, 154
Resistance, encountering, 5
Resolution Protocol, 121–122
Resolve for next steps, 31
Resource sharing, 66
Responses

to feelings, 104–105
in mirroring, 46–50
reflecting coachees in. See Reflecting coachees 

in responses
Retrospective Prime Directive, 127
Rewiring thought patterns, 88–94
Risk taking

overview, 105–106
tools and techniques, 107–108

Role-playing
description, 107
exercise, 165

Rosenberg, Marshall, 127
Routines, 92

Salovey, Peter, 46
Scrum services, offering, 185
Self-awareness in emotional intelligence, 46, 102–103
Self-coaching

methods, 113
model, 88–89
for supporting improvement efforts, 94–95
team, 94

Self-improvement opportunities in thought patterns, 
93–94

Self-management in emotional intelligence,  
46, 103

Self-organization in group facilitation, 118–119
Self-retrospectives, 113–114
Self-serve knowledge-sharing environments, creating, 

72–74
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Self-sufficiency belief
in group facilitation, 118
principle, 6

Services
catalog of, 73, 161
example offerings, 184–185

Session purpose
identifying, 9, 11
orientation techniques, 52–53, 191
overview, 25–29
two teams example, 129–130

Sessions
closing, 33–34
coaching assignments for, 33–34
success criteria for, 28–29

Shared visioning in group facilitation, 124–125
Sharing

expertise, considerations, 74–76
expertise, exercises, 154, 160
expertise, feedback, 68
expertise, guidelines, 74
expertise, with Professional Coaching mindset, 63–69
feedback, guidelines, 177–178

Short questions, 16
Simulations, offering, 185
Skills in everyday interactions, 109–112
Slow-motion coaching exercise, 156–157
Social awareness in emotional intelligence, 46, 102
Socialite for the day exercise, 153–154
Space for reflection, 47
Speculation, avoiding, 48
Spotlight coaching practice exercise, 167–168
Standup meetings examples, 36–39
Starting conversations, 7–8
Statements of work (SOWs), 143
Staying on track, 52
Stories

blind spots, 70
emotional intelligence, 104, 114
example dialog. See example dialog
humor, caution about, 88
open space, 132

personal inventory, 82
retrospective, 126
rewiring our thought patterns, 98
shared visioning, 125
team startup, 128

Stuckness principle, 9–10
Success criteria for session purpose, 28–29
Summarizing

in focus, 51
in metacognition, 100–101
techniques, 194–195

Supporting improvement efforts, 94–95
Supportive behaviors, 2–3

Teaching, applying coaching mindset to, 71–72
“Team with the Best Results Ever” activity, 123–124
Teams

coaching agreements with, 144, 182
group facilitation. See Group facilitation
health checks, 184
mirroring for, 53–54
personalizing technique for, 35
Professional Coaching for, 19
retrospective exercise, 165
self-coaching, 94
tune-ups, 184

Techniques. See Coaching techniques
Test-driven development (TDD), 95
Therapy vs. coaching, 142
Thinking out loud, avoiding, 18–19
Thought patterns

emotional intelligence in, 93
mental models, 91–92
overview, 88–89
reflection, 92
reinterpreting situations, 91
repatterning, 92
rewiring opportunities, 93
self-improvement opportunities, 93–94
value of change, 90

Thought-provoking questions, 17
Timing in conversations, 10
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Topics
exercises, 152
prioritizing, 50–51

Tribes game, 129
Tuckman model, 125
Tune-ups for teams, 184
Two teams example of group facilitation, 128–131

Uniqueness of people principle, 6
Unsolicited expertise, 60
User story workshops, offering, 185

Verbal agreements, written agreements from, 147
Vision

determining, 84–85, 188
in group facilitation, 124–125

Visualization
exercise, 163–164
technique, 107

Vow of silence for the day exercise, 159

Waiting before sharing expertise, 66
We Have Sprint-Off: Your Pocket Guide to Team Lift-off 

(Doyle and Lancaster), 130
Whole-self approach to coaching, 98

intuition, 99–100
lightening technique, 99
metacognition, 100–101
rapport with humor, 98–99

Wrap-up actions for sessions, 34
Written agreements, verbal agreements from, 147
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