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Questions For Team Coaches



I

it
Team purpose,
norms, policy,
stakeholders

Team members,
interaction,
process

My role, needs, team
perspective I share

we

My identity, history, personal
life, needs, desires which I

haven't shared.

Whom and what the team
serves: internal staff, board,

emerging issues,
customers, founders, etc.

global issues.

Unrevealed team strengths and
blindspots in intra and inter

team relating.
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What is the I, WE, IT Liminal Space Model ?
A truly international group of team coaches who connected through the Team Coaching Studio Diploma in

Team Coaching Shona, Rachel, Alana and Sandy are passionate in supporting teams to understand and explore

their unique ecosystems in service of helping the team work more effectively to fulfill their potential. Their

experience in the field is demonstrating how team effectiveness, relations and psychological safety is

enhanced by illuminating and using the often undercapitalised liminal space in a team ecosystem between I,
WE and IT identities and the wider system.

The I WE IT Liminal Space Model has been developed with team coaches in mind. We hope team coaches will

use the framework to support any team to explore its unique ecosystem in service of helping team members

work more effectively together in pursuit of fulfilling their collective potential.

Our model has two core components

1. Team Ecosystem
Thinking about a team from the perspective of an ecosystem focuses attention on the way in which individual

elements connect and grow. Each element has its own role, so that it contributes to the development of the

whole thing (Stokols et al, 2019). In our model, we see I, WE, IT and the wider system within which the team

sits as key elements constituting the team ecosystem, where:

• I – focus here is on the individual – what is their role, their needs, their identity, their history and so on

• WE – focus here is on interpersonal relationships within the team, team dynamics; processes of decision

making, communication, conflict

• IT – focus here is on the remit of the team - what are they required to accomplish, what team norms exist,

what do stakeholders require of the team

• Wider System – the focus here is on wider systems involved, that can be ever changing and require the

team to respond and adapt.

When we work in teams, there is always the opportunity to move between the perspectives of I, WE, IT and
wider system the team is located in, in doing so, to be able to optimise our contributions in a team. What we

are hoping to do with the model is to facilitate that agility, to invite teams to consider all aspects of the

ecosystem.

2. Liminal Space
We use the gestalt language of liminal space (Denham-Vaughan, 2010) to describe the boundary, or

threshold, between the I, theWE, and the IT and the wider system in which the team exists. This image of our

model brings attention to individuals, teams, and team coaches, navigating these transitions, recognising that

individuals influence the team and wider systems, and that the team and wider systems, influence individuals.

We believe that it is through dialogic exploration of these interfaces, and inevitable tensions, that teams have

the opportunity to learn and grow together to fulfil their collective potential – the whole being greater than

the sum of the parts.
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How to use the I, WE, IT Liminal Space Model?
We suggest that team coaches might use the I, WE, IT Liminal Space Model image that appears on the second
page of this document and some of the questions we include to invite dialogue, this might include self-

dialogue as individual team members reflect on their own experiences, as well as collective dialogue amongst

team members.

The framework is dynamic, emergent and non-linear. The liminal spaces between I, WE and IT, and the wider
system the team is nested in, are the spaces offering the potential for transformation, and at the same time can

be anxiety-provoking in not knowing what will emerge as team members cross the boundaries between I, WE
and IT. Yet it is in the liminal spaces where we believe the team coach can really help the team make shifts in

its ways of working and being, giving teams a framework to learn and grow together by engaging their

collective potential.

The I, WE IT Liminal Space Model image invites curiosity, it is generative in the sense that it differs from

conventional images of teams. When we are invited to see things differently, there is also the possibility that

we begin to think differently and act in different ways too.

In using this model, it becomes important to appreciate that what’s figure for each of us may well differ at any

one point in time, and is in continuous movement. This model invites team members to actively work together

to bring the various transitions into awareness and help collectively to see the whole – the team’s unique

ecosystem. Working in this way, the team develops its collective ability to build its effectiveness based on

what’s happening within its wider system that it needs to respond to, its individual member and collective team

strengths, and its assessment of needs.

We propose that “I, WE, IT Liminal Space Model”, has the potential to enhance team effectiveness by:

• Enabling the team to form common awareness of the team ecosystem. This empowers the team to make

changes to meet the system needs, whilst, at the same time, considering potential impact at an individual,

team and system level (I, WE, IT)

• Achieving deep change at an individual level as team members find more of themselves in relation to the

team and show up for who they need to be collectively as a team

• Drawing attention to transitions involved in ongoing connection, communication and change in teams

The questions we include in this resource are just some of the questions team coaches might use to explore the

team’s unique ecosystem in service of the team’s developing effectiveness over time, in ways that pay attention

to the team’s stakeholders needs, team processes and team member growth and development. We offer these

questions, knowing that others will develop even better ones, growing the bank of curiosity we can bring to our

work with teams.
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I
we

Sample I to WE and WE to I liminal space questions

What would the questions in this space be illuminating?
• What will it take for me to move from I to WE in times of difference?

• Under what circumstances do we as a team cede to the request of an individual?

• How can I and WE be more intentional in terms of how we show up?

• How can WE reflect on and learn from mistakes?

I to WE
• How can I best use my strengths in service of this team?

• How might my strengths work against me in this team?

• What do I need from this team to be my best self?

• How has being a member of this team influenced me?

• How might past experiences of being in teams be influencing how I show up now?

• What am I holding back? What would help bring it forward?

• What might I need to let go of or embrace to be more fully part of this team?

WE to I
• How are we co-creating psychological safety in this team, to enable everyone’s voice to be heard?

• What are we learning about how we are working together, what are our strengths and our areas for further

focus?

• What can we do to help you bring your best self forward?

• What can we do to support each other in the moment?

• What are we doing as a team to leverage off everyone’s strengths in this team?

• To what extent are we maintaining harmony at the expense of challenge and growth?

• Under what circumstances do we as a team cede to the request of an individual?

• When we consider our resources and capability, what are we missing and how come we didn’t notice it

earlier?

© Dr Shona Brown, Rachel Doogue, Alana Jossel, & Sandy Smith



© Dr Shona Brown, Rachel Doogue, Alana Jossel, & Sandy Smith

Sample WE to IT and IT to WE liminal space questions

WE
IT

What would the questions in this space be illuminating?
• What is IT, the true need or objective of the team, that WE need to pay attention to?

• Are the team regularly checking in with the IT they are working towards to ensure WE are aligned?

• Are the patterns of behaviour the IT has set up serving the WE as a team?

WE to IT
• What do we imagine our stakeholders need from us to be fully satisfied? How are we checking this out?

• What do we need from the wider system to be most effective in service of our purpose?

• What are we learning about ourselves, our interdependence, and how we work that is impacting on how
we meet our purpose and goals as a team?

• How are we spending our time and to what extent is it aligned with our purpose?

IT to WE
• What does the organisation reward and how does this create patterns of behaviour that impact us working

as a team vs competing as individuals?

• How do we scan for, and approach, changing needs, priorities, crises and adjust our purpose, goals,

interdependence and individual responses accordingly? What is the impact on this on the team?

• How clear are we on what is needed and are we communicating that to the team on an ongoing basis?



Sample I to IT and IT to I liminal space questions

I
IT
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What would the questions in this space be illuminating?
• Is consideration given to the impact of context on individuals?

• How is the voice of the system articulated and acted on?

• Can individuals demonstrate the link between their role and the wider purpose?

• Do individuals experience meaning and purpose at work?

• Does what the IT asks encourage reflection and engagement in the purpose?

I to IT
• What do I think I am here to do in service of this team’s purpose and goals?

• What do the team’s stakeholders need me to do on this team?

• What does it take from me to put aside my needs for the good of our team purpose?

• Do I bring team player attributes as part of my portfolio of knowledge and skills to this team?

• What’s the best team I have been in, what’s the worst team I have been in – howmight I bring that learning
to this team?

IT to I
• What does the context (country, socio-political environment, etc) impose on individuals and do we

recognise its impact?

• What aspects of our strategic delivery requires particular individuals (because of content knowledge,

strengths, style, availability etc.) to step forward?

• Who is stepping up to represent the voice of stakeholder?

• What stakeholder needs or changes can individuals that are close to them make us aware of?

• Are we noticing individuals that have strengths in championing the purpose and organisational voice?
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team’s goals, vision, and strategy. Alana brings a

powerful combination of IT and business

experience to the services she provides,
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She believes that leadership skills are developed
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experience. She is strongly invested in
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