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ICF Team Coaching Certification Exam Sample Questions & Answers 

https://coachingfederation.org/credentials-and-standards/team-coaching/exam  

 

1. Which of the following best describes a key difference between team mentoring and team 
coaching?  

• Team mentoring is often completed in a single session, while team coaching extends over 
several years  

• Team mentoring focuses on developing individual team members, while team coaching 
supports the team as a whole  

• In team mentoring, the mentor is the expert and shares their knowledge with the team. 
In team coaching, the team is the expert  

 

2. Which of the following best describes the parties that should be involved in the 
development of a team coaching agreement?   

• The team coach and one representative from the sponsor organization  

• The team coach, all team members, the team leader, and the sponsor organization  

• The team coach, the team leader, all current team members, and anyone who has left the 
team in the last year 

3. A team coach can best help resolve conflict among team members by:  

• Acknowledging the conflict and inviting team members to share how they would like to 
address it as a team.  

• Addressing the conflict with members of the team individually outside of the team coaching 
session  

• Sharing ideas with the team about what the coach sees as the main reasons that the team 
is experiencing conflict 

4. Asking the team questions is a technique used most effectively by a team coach to:  

• To break the tension when the team is discussing a challenging topic  

• Discover potential areas of conflict that the team should avoid  

• Encourage the team to engage in internal dialogue and reflection 

5. How can a team coach most effectively support the team in summarizing learning and 
insight within a session?  

• Recap the reflections and learning that the team coach heard from team members 
throughout the session  
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• Invite team members to share their reflections and learning with the team at the end of 
the session  

• Ask each team member to email the team leader with their learnings from the session  

6. A team coach was hired to work with a company’s senior management team, including the 
chief executive officer (CEO), the chief financial officer (CFO), the chief operating officer 
(COO), and the chief human resources officer (CHRO). The team coaching agreement 
includes five monthly coaching sessions to support the team as they plan an upcoming 
company reorganization. The team coach has previous experience as the CHRO of a 
company in the same industry, where the coach also supported a reorganization effort. 
After the first session, the CEO asks the team coach to provide recommendations for the 
reorganization that the team should consider and discuss during the next session. What 
should the coach do?  

What is the BEST action?  

• Offer to meet directly with the CEO to provide suggestions about organizational changes the 
CEO may want to consider  

• Clarify the difference between team coaching and team consulting, and refer the CEO 
back to the team coaching agreement  

• Acknowledge the suggestions offered by team members during the initial team session and 
indicate the team coach’s recommendations are not needed. 

• Work directly with the CEO to add a team consulting session to the agreement before the 
next session.  

What is the WORST action?  

• Offer to meet directly with the CEO to provide suggestions about organizational 
changes the CEO may want to consider  

• Clarify the difference between team coaching and team consulting, and refer the CEO back 
to the team coaching agreement  

• Acknowledge the suggestions offered by team members during the initial team session and 
indicate the team coach’s recommendations are not needed.  

• Work directly with the CEO to add a team consulting session to the agreement before the 
next session.  

7. A team coach is working with a senior management team that includes the CEO of the 
organization and directors from five different departments. During the initial session, it is 
clear to the team coach that there is conflict between the CEO and one of the department 
directors. The CEO and director avoid eye contact throughout the session and cross their 
arms when the other one speaks. Toward the end of the session, the CEO rolls their eyes at 
an idea the director shares, and the director responds with a rude remark to the CEO. The 
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other members of the team seem uncomfortable, watching in silence or looking down at the 
floor. What should the coach do?  

What is the BEST action?  

• Ask the CEO and director to leave the room and continue their conversation elsewhere.    

• Wait to see if the CEO responds to the director’s remark.  

• Invite the team to reflect on how conflict impacts the team’s progress and how the 
team can best address conflict when it occurs.  

• Remind team members of their agreement to engage professionally in all team coaching 
sessions.  

What is the WORST action?  

• Ask the CEO and director to leave the room and continue their conversation 
elsewhere.    

• Wait to see if the CEO responds to the director’s remark.  

• Invite the team to reflect on how conflict impacts the team’s progress and how the team 
can best address conflict when it occurs.  

• Remind team members of their agreement to engage professionally in all team coaching 
sessions.  

8. A team coach has been working with a team for six months to support their goal to 
collaborate more effectively. The team members live and work in various time zones around 
the world and have few opportunities to interact directly with one another. The team 
members seemed uncomfortable during the initial sessions. Over time, however, the coach 
saw the team members develop a greater level of trust and familiarity. During a session 
midway through the scheduled engagement, the coach presents a challenging exercise to 
the team and the team members quickly partner to complete the exercise.  As the team 
finishes this activity, the coach observes the significant improvement in the team’s 
collaboration skills over the six-month team coaching engagement. What should the coach 
do?  

What is the BEST action?  

• Share that the team has achieved its goal of improving collaboration and announce that no 
additional team coaching sessions are needed.  

• Invite the team members to share their reflections on the team’s collaboration.   

• Ask the team leader to report the outcome of the exercise.  

• Remain silent to allow the team to report the outcome of the exercise.  

What is the WORST action?  
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• Share that the team has achieved its goal of improving collaboration and announce 
that no additional team coaching sessions are needed.  

• Invite the team members to share their reflections on the team’s collaboration.   

• Ask the team leader to report the outcome of the exercise.  

• Remain silent to allow the team to report the outcome of the exercise.  

9. A team coach is supporting an organization’s senior leaders to develop a clear long-term 
strategy to increase profitability. The team includes a newly hired Chief Executive Officer 
(CEO), the Chief Operating Officer, the Chief Financial Officer (CFO), and the vice 
presidents for marketing and sales. During the third session, the team engages in a 
discussion to collectively define a new strategy to improve the organization’s sales figures. 
Members of the team seem actively engaged in the conversation, however the coach 
notices the CEO frequently looking at their phone and scrolling through emails. The coach 
senses that the other team members are becoming increasingly frustrated and the 
conversation stalling. What should the coach do?  

What is the BEST action?  

• Ask the CEO to put their phone away and focus on the discussion.  

• Invite the team to take a short break.  

• Invite the team members to share what they need to move toward the 
development of a clear, unified strategy.   

• Reengage the CEO in the discussion by asking the CEO’s opinion about some of the 
strategies proposed by team members.   

What is the WORST action?  

• Ask the CEO to put their phone away and focus on the discussion.  

• Invite the team to take a short break.  

• Invite the team members to share what they need to move toward the development 
of a clear, unified strategy.   

• Reengage the CEO in the discussion by asking the CEO’s opinion about some of the 
strategies proposed by team members.   

10. A coach is working with an executive team to improve their workplace’s culture, following 
complaints of poor treatment by staff. During a recent coaching session, the team 
brainstorms strategies to improve the culture, including developing clear organizational 
values. The director of human resources expresses concern about senior leaders identifying 
values for the organization without the staff’s input. Other team members respond that the 
HR director’s idea is impractical because collecting staff input would take too long and 
delay the team’s progress. Frustrated, the HR director asks the coach to share their 
thoughts on the best approach. What should the coach do?  
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What is the BEST action?  

• Remind the team that it is their role to determine the best approach for their 
organization, and ask the team what would support them to move forward.  

• Suggest that the team continue the discussion during their next session.  

• Invite the team members to reflect on how the staff might feel if they do not have the 
opportunity to provide input on organizational values.  

• Share what the coach would do in this situation, but indicate that it is ultimately the 
decision of the team.  

What is the WORST action?  

• Remind the team that it is their role to determine the best approach for their organization, 
and ask the team what would support them to move forward.  

• Suggest that the team continue the discussion during their next session.  

• Invite the team members to reflect on how the staff might feel if they do not have the 
opportunity to provide input on organizational values.  

• Share what the coach would do in this situation, but indicate that it is ultimately the 
decision of the team.  

 

 


