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THE COHERENCE MAP™

A practical framework for sensing rhythm, trust and flow in teams

A short, actionable framework to help you sense and map your team's
coherence as a living dynamic.

Why it Matters

In a volatile and uncertain world that moves faster than our planning cycles, alignment
keeps structure intact; but it's how well teams — the living systems that breathe life into
structure — function, that keeps life moving. Coherence is the next evolution of living
strategy: a new compass by which to navigate. Performance through attunement, not
control.

This Coherence Scan offers leaders and teams a mirror, revealing where trust, clarity
and rhythm are flowing, and where the living system is fractured. Because when we
learn to discern truth without judgement or blame, something remarkable happens:
systems can begin to heal themselves.

This guide helps you begin to discern how energy flows in your team, where it stagnates,
and where small realignments can restore rhythm.

Energy is alive, and so the scan should not be used as a static measure. But it can be

useful in:

e Strategic reflection — sensing where we are before we begin to move forward;

e Navigating change — assessing what is shifting in trust and rhythm as
transformation happens;

e Leadership development — building awareness of invisible dynamics;

e Culture reset — a non-threatening view of the truth beneath the slogans.

Coherence is the silent differentiator between performance that depletes and
performance that sustains. It's what turns strategy into movement... and movement into

meaning.
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How Coherence Feels

Most of us know the feeling of being “in the flow” — that state of focused ease described
by psychologist Mihaly Csikszentmihalyi, where thought and action merge, effort feels
light, and time seems to disappear.

Now picture a murmuration of starlings
— thousands of birds moving in perfect
synchrony, without hierarchy or command,
each attuned to the subtle signals of the
others.

That’s coherence.

It’s the invisible current we feel in teams

whe re we’ re fU”Y eng dged qnd Photo by James Wainscoat on Unsplash
everyone’s working in synchrony with shared understanding. When we literally breathe
in harmony.

Just as the human body functions through millions of diverse cells, each performing its
own task yet guided by a central intelligence, a coherent team operates as a living
organism. Coherence speaks to the quality of connection...

e between people,

e between intention and action,

e between purpose and practice.
When clarity, trust, rhythm and integrity converge, energy flows. Work gains its own
momentum... with tangible results: performance, predictability, creativity, resilience.

And something deeper can happen too: a quiet joy returns, and work once again
becomes a source of renewal.
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The Dimensions of Coherence

Teams carry a ‘pulse’ — a living rhythm that reflects how energy moves between people,
purpose and the work. When that pulse is clear, we feel ease, creativity, trust, and
progress. When it falters, we experience drag, confusion, disconnection.

These are not abstract ideas, they’re signals of coherence which manifest at different
levels:

Structures, processes, and leadership decisions align with
shared intent.

SYS1‘em|C Energy moves through the system cleanly: less friction, faster
sense-making, and greater adaptability.
The organisation starts to act as one coherent whole.

Trust, fransparency, and genuine communication create
resonance between people.

Relofio nql Emotional contagion becomes positive rather than draining;
honesty feels safe, and accountability becomes natural.
Relationships shift from guarded to generative.

When we regulate our nervous systems - through breath,

presence, and awareness - heart, brain and emotion fall into
Physiological smchrony.

This steady state transmits calm and focus to others, creating a

collective field of stability and clarity.

At each level, our coherence can be viewed through four lenses that, together, capture
a holistic snapshot of the dynamic pattern... your team’s collective ‘pulse’:

In’r

(Behavioural congruence)

The team’s mental field,
reflecting shared
understanding,
transparency, purpose
and sense-making

The team’s action field,
showing how words,
values, and behaviours
align - or diverge - in
practice

Clarity

(Cognitive alignment)

The team’s
emotional field,
reflecting the
quality and
direction of
relational flow

The team’s temporal
field, revealing how
energy moves or flows
through time, decision,
and momentum

(Energy flow through time)
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How to Use This Tool

The Coherence Map is a simple tool to discern relational and systemic patterns
sometimes sensed but seldom named. It reveals patterns of intention, interaction and
impact. It signals where the team’s energy is flowing, tangled, fractured or leaking.

Before a system can change, it must learn to see itself clearly.
Coherence mapping is how we discern the intangible, initiate meaningful

conversations and make conscious choices.

The map is a reflection, not a measure, diagnosis or verdict, so use it with curiosity. lts
objective is awareness... the team learns to see itself more clearly and make new choices.

Using the Coherence Map

We've translated the elements into a radial map divided into quadrants, using concentric
rings to represent degrees of coherence (1 = low or fractured; 5 = flowing and resilient).

Guided by the reflection prompts below, you mark your current sense of the team’s
coherence in each quadrant (on the 1-5 scale), then connect the dots to reveal a snapshot
of the team’s energetic signature.

The more symmetrical and outward your ‘curve’, the higher the team’s coherence.
Irregularities signal potential fractures or energetic leaks.

TRUST - emotional field

RHYTHM - CLARITY -
temporal /flow mental field
field

INTEGRITY - action field
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Remember, the purpose is not to measure performance — that becomes judgement,

which is counterproductive to coherence. Rather, the graph allows you to notice patterns

and start conversations that can lead to smoother functioning and better performance.

Use these questions to help you sense - rather than think through - coherence. They can

be used individually or in team dialogue.

If you're doing this as a team, consider submitting individual scores anonymously first,

then overlay everyone’s views — these differences alone can spark valuable

conversation.

TRUST

The invisible current of
psychological and relational
safety

When tension arises, do people ‘lean in’ toward each other,
or away?

Is feedback offered as repair, or as a form of defence?
Are intentions assumed to be good, even when mistakes are
made?

CLARITY

Shared understanding that
aligns mind and meaning

Do all team members know what matters most right now,
and why it matters?
Is communication clear, transparent and timely?

Are unspoken assumptions brought into the
curiosity?

light with

RHYTHM

The natural cadence of
decisions, communication, and

Do meetings and decisions flow with ease or drag and
seem to circle back?

Are deadlines realistic and energising, or do they feel
consistently unrealistic, forced and depleting?

movement
Does the team maintain momentum without being driven by
urgency?

INTEGRITY Are commitments honoured without coercion or supervision?

Congruence between values,
words, and actions

Does behaviour match declared values, especially under
pressure?

Are difficult truths voiced respectfully, without distortion or
delay?

Patterns reveal themselves in gradients, not scores... to be understood as signals for

inquiry, not proof of fault.
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When you (as team, or leader) connect your scores, you'll discern a visual “pulse map™:

e A balanced, outward-reaching shape suggests coherent flow across the system.
e Indentations or distortions show where coherence is blocked, broken or leaking.

Once the map is visible, invite reflection: “Where do we feel most alive as a team?
Where do we ‘over-effort’, stall, or spin2”

Micro-Practices for Repair

Tiny acts of awareness create disproportionate shifts in a system — this is where the
principles of systems thinking and leverage can be applied, and this is where we like to
focus: less ‘thinking’... and rather small, simple practices which, as they accumulate and
gain ‘momentum’, become levers that move boulders.

This practice does not offer a ‘silver bullet’ that magically evaporates the very real
challenges teams face, but it is possible to optimise for coherence within structures. The
micro-practices we offer below invite your team back into coherence. Not through
correction, but through re-connection.

These practices are not “to-dos.” They are pauses, designed to return your team to
rhythm when things begin to fragment. Begin with just one... and maintain it for 21 days.
Notice what shifts - in tone, timing, and trust. Let it become second nature before adding
another. Coherence seems counterintuitive: it isn’'t built by doing more; it emerges when
we remove interference.

The Breath of Reset — When energy dips or tension rises, pause the meeting. Invite
Reclaim the Moment one shared, unhurried breath.
Stillness before strategy This synchronises nervous systems, quiets reactivity, and allows

the collective field to re-settle into rhythm.

The One-Sentence Anchor | At moments of confusion or uncertainty, stop briefly and ask:

— Recall the Shared Why “What are we really trying to achieve here?”

Purpose restores coherence This resets clarity and purpose simultaneously, preventing
faster than control mental overdrive and emotional drift.

The Integrity Mirror — At the end of each week, reflect together: “Where did our
Awareness in Motion actions match our words - and where did they not2¢”

Truth heals what analysis No blame. Only noticing. Awareness of micro-misalignments
hides keeps energy flowing cleanly.
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Closing Reflection: What Coherence Really Requires

True coherence asks less of our intellect and more of our presence. Less efforting, and
more stillness. It requires us to pause before we plan, to listen beneath the noise, to
sense what the data cannot show.

Most of us were trained to lead through action — to analyse, decide, and direct — yet
coherence emerges not from control but from attunement. It is cultivated through
stillness in motion: the ability to feel the system as a living field and respond with clarity,
courage, and care.

In this way, coherence becomes less a skill to learn and more a state to remember... and

the way of being for human systems in our new future: one where resilience empowers
us to ‘surf uncertainty’.

Invite Solfeggio to facilitate a Coherence Lab — an immersive lab where your team translates
insight into embodied alignment and renewed rhythm.

Discover how coherence transforms uncertainty into flow, and teams into living systems that
lead themselves.

Or just follow us to learn more.

hittps:/ /www.solfeggio.co.za hittps://www.linkedin.com/in/helen-pentz
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