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How to do Peer-to-Peer Coaching 
 

Gather in a group of at least three members or more (ideally, max. 6) 

You will need 20-30 minutes per person & challenge. 

 

This is how you run it: 

1. One team member presents their challenge and briefly elaborates. (5‘) 

Focus on the most important aspects to get the challenge without going into every 

detail. 

 

2. Others can ask any clarifying questions. (5‘) 

Do not give any ideas or advice, share past experiences or “I would do…”. Keep it 

to clarifying questions only. 

 

3. Team member with challenge mutes themselves and turns off their camera. 

Others share ideas and thoughts. (15‘) 

Please note: It is very important that the person with the challenge turns off their 

camera (or turn around to not face the group if done onsite). Why? Because by 

doing so their nonverbal language will not distract or guide those who are feeding 

forward hence allowing others to sharing freely.  

 

4. Team member with challenge comes back off mute and on camera and briefly 

reflects and appreciates. (5‘) 

Important! It is up to the person with the challenge to decide which of the ideas 

they find appealing or fit for purpose. They do not have to justify which ideas they 

will discard and which to explore further. The peers have given the person gifts of 

ideas igniting further inspiration, and they will make good use of it – however that 

may look like.  

 

5. Someone else can present their challenge, and the cycle restarts. 

 

Try it! 

 

 

See the following page to learn more about the benefits of Feedforward versus 

Feedback. 
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