
Podcast:  Coaching  Teacher
Leaders

Instructional  Coaches  and  school  administrators  should  be
continuously mapping out how they support teacher leaders in
their schools. Teacher leaders at grade levels or department
chairs for curriculum, along with teachers leading programs or
projects and those serving as mentors to new staff are all key
to a school reaching its mission and vision of maximizing
student  success.  Too  often,  there  is  no  plan  for  the
development of critical leadership skills and mindsets that
are  necessary  for  teacher  leaders  to  support  continuous
teacher growth for a school staff. That lack of planning and
process, I believe, also communicates a lack of value for the
commitment and risk-taking teacher leaders assume.

Dr. Philhower – School as a Joyful Place podcast episode.

Subscribe to the Steve Barkley Ponders Out Loud podcast on
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The need for educators to maximize our learning is emphasized
today as changes in teaching and learning are required at a
rapid speed. In many cases, we are required to create best
practices as well as being aware of what is already known.

How  can  school  administrators,  instructional  coaches,  and
teacher leaders initiate and support moving from “check the
box” plans to PGPs that capture real teacher investment and
learning for all of us and our students?
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Find out in this workshop presented by MAIS and Steve Barkley.

No Fee for MAIS Member Schools  | $50 Non-Member Schools
Participants will receive a certificate for PD hours.

> Register today.

Instructional  Coaching
Highlights

I just finished a great
day of learning with coaches and administrators from Ankeny,
Iowa and surrounding school districts. The participants were
tweeting  at  #iacoaches2013.  I  found  it  interesting  during
small group discussion times to check the comments they were
sharing as a way of understanding what in my presentation was
striking a cord or raising a concern. 
Here are some of their tweets with my extended comments:

 Debra‏@debcale    Do  teachers,  instructional  coaches  and
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building  admins  have  common  definition  of  student
achievement?#iacoaches2013
Agreement defining student learning outcomes (vision) builds
trust and focus among the leadership team at a school. An
administrator can build increased shared leadership knowing
that time the coach spends with teachers and decisions made in
PLCs will focus on the shared, desired result. As a teacher I
can make myself more vulnerable and open to my coach when I am
aware that she wants the same outcomes for my students as I
do. A frequent re-examination of crucial student achievement
goals and the student and teacher behaviors likely to achieve
them keep the coach and administrative team connected.
 

 

 Mark Stallman‏: Educators work in an experimental
field. Teaching is not a trade. #iacoaches2013
I suggest that if you were coaching skills in a trade the
focus would be on learning the right way to do something (X-
ray technician).  After the coaching the client would be ready
to complete the work the “right way”.  Because teaching is a
profession our coaching is supporting the teacher to develop
skills and strategies used in experimenting with learners to
identify what works. I believe that coaching professionals is
a more complex task. Some teachers want to approach teaching
as a trade. They are the ones that state, “Just tell me what
to do.”
 

 

 Annalise Kitchen  #iacoaches2013 Are we modeling the
model and walking the talk? Are we comfortable with criticism
to benefit students? #actionaccountability
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Modeling what it means to be “coachable” is just as important
to modeling how to coach. I heard several coach/principal
teams in the session creating plans for coaching each other
publicly for teachers to observe. One strategy is for the
principal to observe and coach a coach’s modeling activity
while the classroom teacher watches.

 
 Katie Claeys  ‏@katieclaeys We study data until we discover
something  that  makes  us  uncomfortable.  Then  we  create  an
action plan. – #iacoaches2013

When examining teachers’ work in PLC’s, I identified that
ACTION  was  a  motivating  force  in  gaining  teacher
participation. Many teachers have shared frustration regarding
meetings with no tangible outcomes. [Disaggregating the data
only to have disaggregated data]. Once a teacher identifies
with the coach that student achievement is insufficient, the
stage  is  set  for  teacher  study  with  coach’s  support  to
positively impact a very particular student need. Discomfort
provides the motivation for change.

 

Michelle Lettington ‏@mlettington  Teaching is a team sport!
Collegial  relationships  are  key!  What  is  your  culture?
#iacoaches2013

Teamwork  and  collegiality  rarely  happen  by  accident.  Very
conscious efforts from leaders help build a sense of team.
When PLC conversations and peer coaching among teachers focus
on  each  student’s  success  being  the  responsibility  of
everyone, a common mission is set. When teachers observe each
other’s commitment to students, trust is built that is key to
continued team work. The coach/principal partnership is an
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important example for teachers to witness.

Exploring  Teachers’  Beliefs
and Values
I  have  often  discussed  with  school  administrators,  staff
developers,  and  instructional  coaches  the  need  to  explore
teachers’ beliefs about teaching and learning in order to
bring about a change in instructional practices.

In earlier blogs I have connected to JoEllen Killion’s writing
about HEAVY coaching where she stresses the importance of
causing teachers to examine their beliefs and alignment with
their decisions and behaviors.

“Coaching  heavy  occurs  when  coaches  ask  thought-provoking
questions,  uncover  assumptions,  and  engage  teachers  in
dialogue about their beliefs and goals rather than focusing
only on teacher knowledge and skills. For example, rather than
talking about what a teacher decided to do in a lesson, the
coach asks the teacher to describe his or her belief about
teaching, student learning, and student capacity to learn.“

“The  purpose  of  interaction  at  the  belief  and  goal  level
rather than at knowledge and skills level is to facilitate
teachers’ exploration of who they are as teachers as much or
more than what they do as teachers. At this level, deep reform
can occur.”

I found a parallel to this process in my continued reading of
Thinking Fast and Slow.  Author Daniel Kahneman cites examples
where information that should change people’s decisions had no
effect. (The “helping experiment“ -page 171-174)

https://barkleypd.com/blog/exploring-teachers-beliefs-and-values/
https://barkleypd.com/blog/exploring-teachers-beliefs-and-values/
http://www.learningforward.org/members/getDocument.cfm?articleID=1694
https://barkleypd.com/blog/food-for-thought/


In  a  staged  experiment  ,  6  participants  were  in  isolated
booths and heard each person share problems they were facing.
 After each spoke once a plant in the group mimicked a seizure
and called out for help. What do you think happened? After
three rounds of the experiment were conducted only 4 of the 15
participants came out of their booths to help.

While most of us would assume that we would rush to help, the
study identifies that we are more likely to be relieved that
there are other people hearing the call for help. Being the
lone person available to help, most of us would step forward
but in a position where other people have the opportunity to
help we might not step forward.

When the experimenters later asked people to predict what
individuals they had just seen on a video would do should they
be in the situation described above, those who had studied the
experiment made the same predictions that the persons would
help as did the people who knew nothing about the “helping
experiment” outcomes.  Kahneman suggests that the students who
studied the experiment outcomes learned nothing.

As I read this I realized I have heard instructional leaders
say the same things about their staffs.  “ We had a three day
training, examined all the research as to why the old practice
was ineffective and the next week teachers were still using
the old practice. “ Anyone who has explained the mathematical
fallacy of giving a zero for missing work and then averaging
scores has dealt with the large number of unchanged decisions
from the teachers in the session.

Kahneman concludes, ”To teach students any psychology they did
not  know  before,  you  must  surprise  them.  But  even  causal
statistic will not change long-held beliefs or beliefs rooted
in personal experience. You are more likely to learn something
by finding surprises in your own behavior than by hearing
surprising facts about people in general.”



Planning for teachers to be surprised by their own behavior is
often an effective coaching strategy. Have you ever provided a
teacher with data like:

Approval given to male vs female students
Questions asked of male vs female students
A video clip of students at centers
Timing of the length of transitions between activities
Time students spend waiting for the teacher
List of non -participating students after a “discussion”

These options often generate a teacher commitment to exploring
a  conscious  change  that  seldom  occurs  from  reading  the
research.


