Introducing Peer Coaching

I had a request to assist a team of teacher leaders who had
accepted the task of providing an introduction of peer
coaching to teachers who are new to their faculty. These
leaders have been in workshops with me during the past two
years and have been taking part in peer coaching activities
with members of their PLCs. I thought the outline and slides
that we explored might be helpful to some of the readers of
this blog who will also be welcoming new staff into a peer
coaching culture.

We decided to open with this statement: Teachers coaching each
other 1is a tremendous opportunity for teachers to receive
support to maximize student success. Peer coaching provides
time for celebrating success, gaining options, and
implementing conscious changes in practice. At times, the
phrase “everyone needs a coach” has been used to communicate
to teachers “why” they should engage in coaching with an
instructional coach or peer: Actually, everyone deserves a
coach!

Want to get great at something? Get a coach
(Atul Gawande)

Exploring the need for teacher continuous growth could be
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reinforced with this video clip of Atul Gawande (From
5:25-10:08.) He describes how he realized, after five years
into his practice, he was no longer improving and thus decided
to request coaching. Coaching led to a decrease 1in
complications in his surgeries. His description that there
were times he didn’'t like coaching sets the opportunity to
discuss with teachers the discomfort that coaching can
generate. Discomfort is frequently a component of consciously
improving.

We decided to next differentiate peer observation and peer
coaching (both valuable learning options) using these
descriptions.

Differentiating Peer Observation
and Peer Coaching

Peer observation is an activity that
is focused on the observer’s learning
and benefits while peer coaching is

focused on the benefits to the Uy v——

observed teacher. Of course, there are =+ ==

some benefits to both in either activity . - %—-_

but the clarity of expectations going i =

into and throughout the activity might s oo e 0 -

increase the learning outcomes.
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Differentiating Peer Observation
and Peer Coaching

Peer rvation Peer Coaching
The observing teacher has the opportunity ~ In peer coaching, the observed teacher

to focus on student learning behaviors ina  should be directing the focus of the
way that one can't while teaching. Consider ~ 0bserving teacher and the feedback that

John Hattie’s thought that 80% of whatis  the observer shares. Therefore, pre-
happening in a classroom is unobserved by confil_'encm% ot ahngcigsmty_ for EEEE
the teacher. The observing teacher can look €9@ching. When the information share
at how the teacher’s actions are impacting and discussed in a post-conference trust

student learning behaviors. During and after |segt1|tlctol;c::rhrl_:r?ntmued learning through
the observation, the observing teacher can P 9

reflect upon her choices and learner

reactions in her own classroom.

Discussing the difference between peer observing and peer
coaching identifies the need for pre-conferencing as a
critical component of peer coaching. A peer coach needs to be
clear on what the teacher wants to gain from the coaching
observation. What will the coach focus on to provide feedback
that guides the teacher’s reflections and decisions.

=== Pre-observation Conference —
Observation
Post-observation Conference
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Peer Coaching usually focuses on students’
and/or teachers’ actions.
Planning
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Pre-Conference: Agenda and Focus

Agenda
Provide attention and listen with
curiosity to understand what the
teacher is thinking. Explore rather
than try to solve,

Agenda

Focus

Seek clarity on what you will watch
and listen for in the observation.

Perhaps create an observation format
or map.

Focus

We then planned for the teachers to see a model of a pre-
conference and experience coaching and being coached with a
colleague. A video of mine illustrating a conference [6
minutes 30:05-36:35] was an option as well as the presenters
modeling a pre-conference with a colleague.
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Model of a Pre- Conference

The start of the school year has many important elements that impact
the coming year of teaching and learning. Peer coaching can create
the opportunity for valuable reflection.

ju-

Agenda

Focus

Start the Year with a Peer Coaching Experience:
Set the Stage Today for an Opportunity.

* Find a partner

* One of you take the role of
coach and pre-conference
uncovering an area your
colleague would like to explore
in a coaching observation (6
minutes)

* Switch roles (6 minutes)

As a closing conversation we decided to reinforce that peer
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coaching was a valuable practice to build teacher collective
efficacy.

Collective Efficacy --- the humber one
influencer of student learning

+» Collective teacher efficacy refers to the
collective self-perception that teachers in a
given school make an educational difference
to their students over and above the
educational impact of their homes and
communities. (Tschannen-Moran and Barr,
Leadership and Policy in Schools)
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+ How teachers collectively think about a|
their impact and student pragress is = =, -
most relevant to success for their - — =0
students. (Hattie) =T

I often hear that coaching activities are suspended or delayed
in the early weeks and months of the year. I encourage putting
coaching into action as soon as possible because what happens
in the early days 1is important to students’ success and to
teacher collegiality.
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