
Establishing Coaching in Schools
A Four-Phase Action Plan

What Is This?
A roadmap for introducing, launching, and optimizing a coaching program in your school.

How to Use This Action Plan:

•	 Review the four phases to understand how coaching develops over time
•	 Identify which phase your school is currently in
•	 Use the “Coaching Actions” column as a checklist to help guide your next steps
•	 Share the phases with administrators to build shared expectations
•	 Revisit the plan throughout the year to monitor your progress and adjust focus

Prepare – The Planning Phase
When
Takes place before you 
begin working with 
teachers

•	
Phase Goal(s)

Build personal knowledge of 
coaching

•	 Assist school leadership in 
laying the groundwork for 
creating a climate for coaching 
to thrive

•	
Coaching Actions

Study the foundations of coaching
•	 Become familiar with specific coaching 

practices
•	 Organize workspace
•	 Collaborate with school leaders to 

create processes and procedures
•	 Develop systems for collecting 

evidence of impact
Prelaunch – The Marketing Phase

When
Comes after there is a 
solid coaching plan in 
place

•	
Phase Goal(s)

Market coaching services •	
Coaching Actions

Build trusting and respectful 
relationships with teachers

•	 Increase awareness about coaching 
services

•	 Build excitement about coaching
Launch – The Execution Phase

When
Happens as soon as 
partnerships officially 
begin to form

•	
Phase Goal(s)

Collaborate with teachers to 
support student learning

•	
Coaching Actions

Enroll teachers in the coaching process
•	 Partner with teachers during coaching 

cycles and/or problem-solving
• Continue to market coaching services

Optimization – The Refining Phase
When
Occurs once coaching 
practices are actively 
underway

•	
Phase Goal(s)

Reflect on coaching practices
•	 Refine coaching practices for 

the future

•	
Coaching Actions

Collect data, monitor the process, and 
adjust to make improvements to help 
teachers reach their goals

• Work with your school leadership to 
stay aligned and grow your skills

•	 Continue to implement coaching 
practices



Establishing Coaching in Schools

Coaching Tips for Success
These tips provide quick, practical support as you move through each phase of the action plan.

Prepare Phase Tips:

•	 Schedule time in your calendar for uninterrupted learning about coaching practices
•	 Ask your leadership team early about expectations, boundaries, and priorities
•	 Create communication touchpoints with your school administrator before coaching begins

Prelaunch Phase Tips:

• Develop a short “What is Coaching” overview presentation to share with staff
• Create simple visuals (e.g., one-page flyer) to help teachers understand the purpose of coaching
•	 Start building visibility (e.g., attending teacher trainings, sending emails, etc.)

Launch Phase Tips:

• Focus on a few early adopters and showcase positive experiences
•	 Start each coaching cycle with a goal-setting meeting, so you and the teacher have shared clarity
• Use a coaching tracker to keep yourself organized

Optimization Phase Tips:

•	 Set monthly reflection checkpoints
•	 Use staff surveys to ask for feedback
•	 Document what worked well and what to adjust for next year




