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Sample team coach preparation checklist 
 

Here is a sample checklist to help your preparation to start team coaching. This is not 
meant to be an exhaustive list but captures some key points to consider once you have 
determined that team coaching is a viable and appropriate team intervention. 

 
These key points are worth reviewing throughout the engagement and professional team 
coaching supervision is supportive to develop your capacity to notice the points below 
during the team coaching engagement. 
 
Is this team ready for team coaching? (or something else?) 

• Is this collective a team? 
• Have you considered what you know about this team against the handout Is 

team coaching right for this team? (Clutterbuck) with your co-coach? 
• Is it clear who is in the team and why? 
• Does the team meet at least monthly? 
• Are the team members – including the leader -- committed to open and honest 

dialogue? 
• Do team members accept responsibility for their own and their colleagues’ 

learning and development? 
• Is the team prepared to invest time into coaching sessions and into implementing 

necessary changes? 
• Is the team leader prepared to undertake personal change, to better support 

team performance? 
 
Are you prepared to coach this team? 

• Is this engagement appropriate to your own stage (and of your co-coach’s stage) 
of team coach development? 

• Does the assignment and the client organisation align to your underpinning 
values and philosophy? 

• Will your team coaching style be a good match to the expectations of the wider 
system, of the leader and of the team? 

• Is there anything about the team or the personalities involved that might trigger 
unhelpful feelings or behaviours in you? 

• Have you discussed your concerns, hopes and/or pertinent details of the 
engagement with your professional coaching supervisor? 

 
Is there explicit excutive or upper leadership support? 

• Is the wider system ready to support this team on its journey? Specifically, how 
will this support be offered and received? 

• What has the sponsor and/or key decision maker committed to? How has the 
team or team leader contracted with the executive? 
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• Have you experienced any resistance in gaining access with the appropriate 
executive sponsor, influencers or stakeholders? If so, what might this be telling 
you? 

• What needs to be in place for a transfer of learning from this team, as a result of 
the team coaching, to other parts of the organisational system? 

 
Is there budget available? 

• Is the budget for team coaching appropriate to the time and effort required so 
that it feels like a fair exchange for your skills and time? 

• Does the team have budget to host team coaching sessions offsite? 
 
Does the team have the resources it needs? 

• Is the timing of the team coaching such that they team will have the bandwidth, 
energy and head space to fully commit? 

• Are they any roles in the team not currently filled that may result in the team not 
being resourced enough to deliver on its purpose and priorities? Will this impact 
the effectiveness of the team coaching? 

• Is the team adequately resourced (in terms of money, time, information, etc) to 
achieve its goals? 

 
Realistic outcomes: 

• Do you know what the expectations are from the wider system (internal and 
external influencers, staff, shareholders and stakeholders), as well as from the 
leader and from the team? 

• Are the expectations of the key players aligned? 
• Can the team realistically influence and/or deliver these expectations? 
• Can team coaching help achieve these expectations in the contracted time 

period? 
• Have you and your co-coach discussed and/or provided any additional insights? 

 
Is this team coachable? 

• Does the team see team coaching as both urgent and important? 
• Are the team members genuinely committed to becoming a high performing 

team? 
• Are they – including the leader – willing to challenge themselves and each other? 
• Are the team leader’s motivations for introducing team coaching transparent and 

accepted by the team members? 
• Is the team willing to address and review its purpose and priorities? 
• Do team members genuinely want to collaborate with others across the wider 

organisation rather than work in silos? 
• Is the team willing to address internal conflict? 
• Is the team prepared to address poor performance by individual members? 
• Are there any other significant barriers to making team coaching work? 
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Do you have professional team coaching supervision in place to support you? 
• Team coaching is complex and challenging and requires a lot of the team coach. 

Professional team coaching supervision helps you step back, reflect and learn 
(formative); ensure self-care and resilience (restorative); and review your work with 
your team coaching clients (normative). 

• Do you know how to reflect on the team coaching engagement and what to bring to 
supervision? If not, discuss with your supervisor. 

 
Are there any risks, ethical issues or dilemmas that need to be discussed and 
mitigated? 

• What is your felt sense about this engagement and this team? Do you notice any 
points of tension about this work? 

• How will you explore any ethical issues or dilemmas should they arise in the course 
of the team coaching process? 

• When do you need to take to professional coaching supervision? 
• How will you address with the team leader and team? How will the team address 

with the wider organisation? 
 

Coaching relationships (including internal coach and 1 to 1 coaches) 
• Would a 2nd team coach serve the team and you well? 
• Might this 2nd team coach be internal to the organisation? 
• What are the key points that you will need to contract with a 2nd team coach? 
• Will you both go to the same professional coaching supervisor together? 

Individually? Or will you go to separate coaching supervisors? 
• Are there 1 to 1 coaches working with members of this team? How might you 

partner with them? 
• Are there any other 3rd parties supporting this team or its members that the team 

would benefit if you were aligned with? 
• How will you and/or the 2nd coach support and/or coach the team leader? 
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Pre-thinking and research: Considering diagnostics  
 
Take one or more diagnostic tools you are familiar with and one or more you are not. 
Consider the following questions: 
 

• What is the validity of the instrument? (Search on the web for posts form both 
supporters and critics) 

• What useful conversations would it stimulate? 
• What are the dangers of using it? (E.g. the potential for the team to retreat into 

“roles” based on their scores.) 
• When would be the best time to use this diagnostic? 
• What else could you use instead of a tool or diagnostic to gather data?  
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High Performance Team Diagnostic 
The PERILL model 
 
The PERILL model is derived from an extensive analysis of the research and other literature 
on team function and dysfunction. Each member of the team is asked to score all the 
questions from 1 (Strongly disagree) to 10 (Strongly agree), but also to rate how confident 
they are in the score they have given, from 1 (Not confident) to 5 (Very confident). The two 
numbers are multiplied to give additional insight into ratings. Individual scores are 
aggregated into a composite team score. For yet more data, a modified version of the 
questionnaire can be given stakeholders, for a 360- degree perspective. 
 
The questionnaire can be used in part or whole as a one-off intervention or as an annual 
check-up. 
  
      Score  Confidence in this score 
Purpose and motivation 

 
1. We can collectively and clearly articulate our shared purpose 
2. We are highly aligned on what the team is here to do 
3. We have high clarity and agreement about our purpose and our vision of the future  
4. I am clear about our shared goals and priorities for the next 12-24 months 
5. We have high agreement between us on our goals and priorities for the next 12-24 

months 
6. Our key stakeholders understand our purpose, vision, goals and priorities 
7. We review our goals and priorities regularly (every few months) to test them against 

changes in our environment 
8. We are very clear about our shared values 
9. I am enthused by the challenges involved in achieving our purpose and vision 
10. We are collectively enthused by the challenges involved in achieving our purpose and 

vision 
11. I am enthused by our goals for the next 12-24 months 
12. We are collectively enthused by our goals for the next 12-24 months 
13. I believe that my job role allows me to contribute something special to the world 
14. We believe that our job roles allow us to contribute something special to the world 
15. We have all the support we need from outside the team 
16. We are good at putting team priorities ahead of our personal priorities 
17. We recover quickly from setbacks 
18. We play to our strengths in the way we divide out work tasks 
19. We enjoy and find fulfilment in the work we do 
20. We enjoy and find fulfilment in working with our team colleagues. 

 
 
External processes, systems and structures 

1. We are very good at monitoring what is going on in our markets – both customers 
and competitors 

2. We have a strong radar for threats and opportunities from outside our markets (for 
example, new technology or new potential new entrants) 

3. We have good information about our customers’ strategies and challenges 
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4. We have well developed processes for finding talent that is different from the talent 
we have now, when we need to 

5. We are very clear who our stakeholders are and the priority we attach to them 
6. We understand how our values align with those of our stakeholders 
7. We are good at telling our stakeholders what we are doing and why 
8. We are very good at listening to our customers 
9. We build long-term plans and ambitions around our those of our stakeholders  
10. We ensure stakeholders know who to talk to in the team and have easy access to 

the team  
11. If we need to expand the team or replace members, we know who to turn to 
12. There is a high level of trust between the team and its key stakeholders 
13. We learn constantly from our customers 
14. We would have nothing to fear, if stakeholders were to observe how we work behind 

the scenes 
15. The stakeholders, who set our purpose and goals, have full confidence in our team’s 

ability and processes 
16.  The stakeholders, who set our purpose and goals, feel sufficiently informed 
17. The language we use to describe our customers and suppliers is respectful 
18. We review regularly whether the values we espouse are the values we are living 

towards each of our stakeholder groups 
19. We engage with our stakeholders in reviewing and improving our operational 

processes 
20. We have all the external resources we need to succeed 

 
 
Relationships1 

1. We have the right people with the right skills and expertise to achieve our goals 
2. I can rely on my team colleagues to do what they say they will 
3. I believe my team colleagues want me to succeed 
4. We give each other honest feedback, even if it’s tough 
5. We listen to each other well 
6. We take care of each other 
7. We demonstrate interest in each other’s lives outside work 
8. We are complementary in our strengths and weaknesses 
9. We value the differences in our personalities, backgrounds and experience 
10. If we were starting this team today, these are the people I would choose as my 

colleagues  
11. We make sure everyone’s voice is heard in meetings 
12. We argue in private but are united in public 
13. We have high respect for each other’s ability 
14. We know when to let each other take the lead 
15. It’s OK for a colleague to ask questions and make suggestions in areas, which are 

not their responsibility 
16. It’s OK to admit and discuss our mistakes 
17. We are good at building on each other’s ideas 
18. Conflict is generally very positive, around ideas rather than personality 
19. We show each other respect, both in private and in public 
20. We take time to say Thank you to each other 

 
1 This section may be followed up if needed by the questionnaire How psychologically safe is this 
team 
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Internal processes, systems and structures 

1. We are an appropriate size of team for what we have to achieve 
2. We are very clear who is in the team and who is an external resource 
3. We supplement the skills sets and strengths of team members with focused resource 

from outside the team, when needed 
4. Our internal processes and structures respond very rapidly to external change 
5. We are able to stand in for each other in most circumstances 
6. We have clear norms of good behaviour in meetings and elsewhere 
7. We know exactly what we are dependent on each other for 
8. We understand our systems well 
9. We regularly review our systems to make them more effective and to question the 

assumptions behind them 
10. We are more focused on being effective than being efficient 
11. We take responsibility for keeping each other informed, rather than expecting the 

leader to do it 
12. We quickly recognise and respond supportively to an overload on any colleague 
13. We may all take a leadership role, when it plays to our expertise 
14. We assign tasks as much as possible to match each person’s strengths 
15. We have strong and reliable processes to manage decision-making, so that we avoid 

decision-making biases  
16. The leader is sufficiently self-confident to allow the team to get on with their jobs 
17. The leader ensures the team has minimum interference from outside 
18. We look forward to our regular meetings 
19. We implement innovations rapidly and effectively 
20. We are resilient 

 
 
Learning 

1. We all have and use personal development plans 
2. We have and use a team development plan that integrates individual learning and 

focuses on how the team needs to evolve in the next 120-24 months 
3. We relate the learning needs of the team to the evolving markets and business 

strategy 
4. We include learning goals as well as task goals on our regular meeting agenda 
5. We engage in co-coaching and see each other as key learning resources 
6. We invite outsiders to present challenging ideas to us 
7. We prefer to be ahead of change, rather than behind it 
8. We frequently seek challenge to our assumptions and the way we do things 
9. We allocate time for individual learning, which can later be shared with the team – 

and expect everyone to take this time 
10. We allocate time for collective learning and reflection 
11. We have strong, positive practices for learning from mistakes and setbacks 
12. We are good at translating lessons from setbacks into practical change 
13. We invest in and build extensive networks to generate new ideas 
14. We invite challenge from other levels in the organization 
15. Leaders take seriously being role models for continuous learning 
16. We recognise that the need for continuous learning increases at each level in the 

organizational hierarchy 
17. We recognise and reward learning 
18. We value honest feedback 
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19. We show we are serious about learning by protecting training budgets 
20. We default to a coaching mindset in meetings 

 
Leadership 

1. The team is clear and agreed on what they need in terms of being led 
2. The team and the leader agree on the style of leadership needed 
3. Where appropriate, the leadership role moves between team members 
4. The leader shares his or her own development goals and seeks support from the 

team 
5. The leader’s style is less managing people and more enabling them to manage 

themselves 
6. Meeting agendas are created collaboratively 
7. The leader invests substantial energy in making sure everyone understands 

individual and collective goals  
8. The leader helps the team understand the wider context surrounding goals 
9. The leader seeks and makes use of feedback from the team 
10. The leader protects the team from the worst of interference from outside  
11. The leader promotes the achievement and reputation of the team and its members, 

rather than his or her own 
12. The team values the leader for his or her knowledge and expertise (not necessarily 

just technical) 
13. The team values the leader for his or her intellect 
14. The team values the leader for who he or she is as a human being 
15. The leader is very approachable 
16. The leader demonstrates that he or she cares about the team mission and purpose 
17. The leader demonstrates that he or she cares about the team members 
18. The leader shows courage 
19. The leader is a role model for the team values 
20. The leader is a role model for personal development – both their own and coaching 

others 
 
 
360 version 
 
Purpose and motivation 
 In my observation, this team: 
 

1. Clearly explains its collective purpose 
2. Is highly aligned on what the team is here to do 
3. Has high clarity and agreement about it purpose and vision of the future  
4. Is clear about our shared goals and priorities for the next 12-24 months 
5. Has high agreement between members on their goals and priorities for the next 12-

24 months 
6. Takes time to make sure I understand its purpose, vision, goals and priorities 
7. Reviews its goals and priorities regularly (every few months) to test them against 

changes in our environment 
8. Is very clear about their shared values 
9. Is collectively enthused by the challenges involved in achieving our purpose and 

vision 
10. Is collectively enthused by it goals for the next 12-24 months 
11. Believe that their job roles allow them to contribute something special to the world 
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12. Has all the support it needs from outside the team 
13. Is good at putting team priorities ahead of personal priorities 
14. Recovers quickly from setbacks 
15. Plays to individual strengths in the way its divides out work tasks 
16. Enjoy and find fulfilment in the work they do 
17. Enjoy and find fulfilment in working with their team colleagues. 

 
 
External processes, systems and structures 
In my observation, this team: 

1. Is very good at monitoring what is going on in its markets – both customers and 
competitors 

2. Has a strong radar for threats and opportunities from outside its markets (for 
example, new technology or new potential new entrants) 

3. Has good information about its customers’ strategies and challenges 
4. Has well developed processes for finding talent that is different from the talent it has 

now, when it needs to 
5. Is very clear who it stakeholders are and the priority it attaches to them 
6. Understands how its values align with those of its stakeholders 
7. Is good at telling stakeholders what it is doing and why 
8. Is very good at listening to its customers 
9. Builds long-term plans and ambitions around our those of its stakeholders  
10. Ensures stakeholders know who to talk to in the team and have easy access to the 

team  
11. Knows who to turn to, if it needs to expand the team or replace members 
12. Has a high level of trust between the team and its key stakeholders 
13. Learns constantly from its customers 
14. Would have nothing to fear, if stakeholders were to observe how we work behind 

the scenes 
15. The stakeholders, who set our purpose and goals, have full confidence in our team’s 

ability and processes 
16.  Ensures the stakeholders, who set its purpose and goals, feel sufficiently informed 
17. Uses language to describe its customers and suppliers that is respectful 
18. Reviews regularly whether the values it espouses are the values it is living towards 

each of its stakeholder groups 
19. Engages with its stakeholders in reviewing and improving our operational processes 
20. Has all the external resources it needs to succeed 

 
 
Relationships 
In my observation, this team: 

1. Has the right people with the right skills and expertise to achieve its  goals 
2. Can rely on team colleagues to do what they say they will 
3. Want each other to succeed 
4. Give each other honest feedback, even if it’s tough 
5. Listen to each other well 
6. Take care of each other 
7. Demonstrate interest in each other’s lives outside work 
8. Are complementary in their strengths and weaknesses 
9. Value the differences in their personalities, backgrounds and experience 
10. Would choose each other as colleagues, given a clean sheet 
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11. Make sure everyone’s voice is heard in meetings 
12. Argue in private but are united in public 
13. Have high respect for each other’s ability 
14. Know when to let each other take the lead 
15. Believe it’s OK for a colleague to ask questions and make suggestions in areas, which 

are not their responsibility 
16. Believe it’s OK to admit and discuss our mistakes 
17. Are good at building on each other’s ideas 
18. Uses conflict positively, around ideas rather than personality 
19. Show each other respect, both in private and in public 
20. Take time to say Thank you to each other 

 
 
Internal processes, systems and structures 
In my observation, this team 

1. Is an appropriate size of team for what it has to achieve 
2. Is are very clear who is in the team and who is an external resource 
3. Supplement the skills sets and strengths of team members with focused resource 

from outside the team, when needed 
4. Ensures internal processes and structures respond very rapidly to external change 
5. Is able to stand in for each other in most circumstances 
6. Has clear norms of good behaviour in meetings and elsewhere 
7. Knows exactly what they are dependent on each other for 
8. Understands its systems well 
9. Regularly reviews its systems to make them more effective and to question the 

assumptions behind them 
10. Is more focused on being effective than being efficient 
11. Takes responsibility for keeping each other informed, rather than expecting the 

leader to do it 
12. Quickly recognise and responds supportively to an overload on any colleague 
13. May all take a leadership role, when it plays to our expertise 
14. Assigns tasks as much as possible to match each person’s strengths 
15. Has strong and reliable processes to manage decision-making, so that it avoids 

decision-making biases  
16. Has a leader with sufficiently self-confident to allow the team to get on with their 

jobs 
17. Has a leader, who ensures the team has minimum interference from outside 
18. Looks forward to its regular meetings 
19. Implement innovations rapidly and effectively 
20. Is resilient 

 
 
Learning 
In my observation, this team: 

1. All have and use personal development plans 
2. Have and use a team development plan that integrates individual learning and 

focuses on how the team needs to evolve in the next 120-24 months 
3. Relate the learning needs of the team to the evolving markets and business strategy 
4. Include learning goals as well as task goals on our regular meeting agenda 
5. Engage in co-coaching and see each other as key learning resources 
6. Invite outsiders to present challenging ideas to us 
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7. Prefer to be ahead of change, rather than behind it 
8. Frequently seek challenge to their assumptions and the way they do things 
9. Allocate time for individual learning, which can later be shared with the team – and 

expect everyone to take this time 
10. Allocate time for collective learning and reflection 
11. Have strong, positive practices for learning from mistakes and setbacks 
12. Are good at translating lessons from setbacks into practical change 
13. Invest in and build extensive networks to generate new ideas 
14. Invite challenge from other levels in the organization 
15. Ha a leader, who takes seriously being a role model for continuous learning 
16. Recognises that the need for continuous learning increases at each level in the 

organizational hierarchy 
17. Recognises and rewards learning 
18. Values honest feedback 
19. Shows they are serious about learning by protecting training budgets 
20. Default to a coaching mindset in meetings 

 
 
Leadership 

1. The team is clear and agreed on what they need in terms of being led 
2. The team and the leader agree on the style of leadership needed 
3. Where appropriate, the leadership role moves between team members 
4. The leader shares his or her own development goals and seeks support from the 

team 
5. The leader’s style is less managing people and more enabling them to manage 

themselves 
6. Meeting agendas are created collaboratively 
7. The leader invests substantial energy in making sure everyone understands 

individual and collective goals  
8. The leader helps the team understand the wider context surrounding goals 
9. The leader seeks and makes use of feedback from the team 
10. The leader protects the team from the worst of interference from outside  
11. The leader promotes the achievement and reputation of the team and its members, 

rather than his or her own 
12. The team values the leader for his or her knowledge and expertise (not necessarily 

just technical) 
13. The team values the leader for his or her intellect 
14. The team values the leader for who he or she is as a human being 
15. The leader is very approachable 
16. The leader demonstrates that he or she cares about the team mission and purpose 
17. The leader demonstrates that he or she cares about the team members 
18. The leader shows courage 
19. The leader is a role model for the team values 
20. The leader is a role model for personal development – both their own and coaching 

others 
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How to help a reluctant participant in team 360 
feedback 
 
When a team member is in conflict with his or her colleagues, the prospect of 360 feedback 
can be scary. Most people avoid situations, which they know they will find painful -- even 
the anticipation of how colleagues will score them can provoke high levels of anxiety and 
resistance.  
 
A large part of the problem lies in the sense (and often the reality) that they are not in 
control of the process. The more a coach or mentor can help them feel in greater control, 
the more they can engage with it. 
 
To achieve this shift of perspective, we can focus on success, rather than on failure: 

• Who needs and wants you to succeed? 
• Who do you need to want you to succeed? 
• What feedback from them would be most helpful in enabling you to succeed? 
• What has prevented them from giving you helpful feedback when you most needed 

it? 
• What feedback would you like to receive from your colleagues? 
• What is the one most valuable contribution you would like from each of your 

colleagues to help you perform at your best? 
• What is the one most valuable contribution you could offer them to make this an 

exchange of mutual support?  
• What’s the conversation you need to have with them to get feedback you will value; 

in a way you will find most helpful? 
 

If the feedback recipient has the opportunity to define the areas, on which they will value 
feedback, this increases their sense of control. However, most 360 uses generic 
questionnaires that give everyone feedback on the same questions. In this case, the 
questions above permit the recipient to inform their raters in advance about what feedback 
they will value most. This typically has several positive outcomes: 

• Firstly, it blunts some of the negative emotions of the raters, deriving from their 
perception that the recipient is unwilling to listen to criticism. It’s a lot easier to be 
generous to someone, who is open to feedback. 

• Secondly, it is in everyone’s interest to focus on issues the person is willing to 
address, as a means of helping them build the confidence to tackle other issues 
later. The sense of willingness to engage changes the atmosphere of the rating 
process. 

• Thirdly, it is a starting point for building empathy – the understanding amongst all 
the raters and ratees that they share being “a work in progress” with areas, in which 
they would like to improve. 

 
The next step is to look forward, beyond the feedback giving. Here the critical questions 
include: 

• What can you do to support your colleagues in achieving changes they have 
committed to? 

• What help would you like from them in supporting your change plan? 
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Additional reading 
 
Please download the below additional reading items from the student hub. 
 

1. The Complete Handbook of Coaching – David Clutterbuck: Chapter 19 
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