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Creating a Coaching Culture: Teacher 
Growth for Student Success

The focus of any improvement in student achievement outcomes must be centered in the 
growth of teachers. It is unlikely that administrators conducting evaluations of teachers will 
initiate, motivate, or guide desired continuous teacher growth. Engaging teachers in 
continuous learning both individually and collectively is the challenge for school leaders. 
Teachers coaching teachers can help generate teacher learning and change from 
professional development, professional learning communities, and professional growth 
plans. Steve Barkley https://barkleypd.com/ has over 35 years’ experience assisting schools 
throughout the United States and internationally in preparing school administrators and 
teachers to establish a coaching culture. He will address the why, model and explain the 
how, and share responses to the “yes, buts”. Bring your questions. See why he describes 
coaching as a gift. https://barkleypd.com/blog/the-gift-of-coaching/

https://barkleypd.com/
https://barkleypd.com/blog/the-gift-of-coaching/


Why Continuous Learning Is Key to 
Effective Teaching



Teaching in a Learning Community

Teaching is a 
Team Sport

Teaching is a
Public Act



Conceptual Framework
Planning



Students Cause
Student Achievement

Outcome Behaviors Learning Production Behaviors

This Photo by Unknown Author is licensed under CC BY
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https://studentsuccessjournal.org/openaccess
https://creativecommons.org/licenses/by/3.0/
https://eduwells.com/2016/12/10/5-tools-for-student-driven-learning/
https://creativecommons.org/licenses/by-nc-sa/3.0/


Outcome and Production Behaviors
Outcome:
• Increased Vocabulary

Production:
• Hear new vocabulary in 

teacher reading and speaking
• Conversation with others 

using new vocabulary
• Reading material with new 

vocabulary
• Writing for purpose that 

requires new vocabulary



Outcome and Production Behaviors 
Growth Mindset Beliefs – students 
understand the difference between growth 
and fixed mindset

Possible Learning Production Behaviors

• Students search and listen to podcast 
and videos about growth mindset

• Collaborative groups form definitions of 
growth and fixed mindsets

• Students search for articles challenging 
a focus on growth mindset 

• Students interview adults about times 
that they have had a growth and fixed 
mindset

This Photo by Unknown Author is licensed under CC BY-SA-NC

http://elisabethturu.wordpress.com/2012/08/06/tienes-fuerza-de-voluntad/
https://creativecommons.org/licenses/by-nc-sa/3.0/


Teacher Changes
What changes in individual teacher practices are most 
likely to generate the changes you seek in students?



Teacher Behaviors

• Teach the desired student behavior.
• Model the desired student behavior.



Goal: To have the greatest number 
of students spending the greatest 
amount of time engaged in the most 
appropriate learning production 
behaviors.
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Conceptual Framework/Backwards Planning
Planning



Teacher Relationships
• Parallel Play
• Adversarial Relationships
• Congenial Relationships
• Collegial Relationships

Roland S. Barth
Relationships Within the Schoolhouse
ASCD 2006



• Parallel Play
• Adversarial Relationships
• Congenial Relationships
• Collegial Relationships

Roland S. Barth
Relationships Within the Schoolhouse
ASCD 2006

What have your experiences been 
working in settings with different 
teacher relationships?



My 
Work

My 
Time

Design 
together

Implement 
individually

Shared 
responsibility 
for student 

achievement
Helping 
each 
other

Modify 
Individual 
Behavior

Consensus on 
implementation

Individual Franchise Team

Vulnerability                 Trust

Vulnerability ACTION Trust



Peer  Coaching
EVALUATION
Outside Criteria

MENTORING

PEER COACHING
Teacher’s Choice

SUPERVISION





Unconsciously
Talented

Unconsciously
Unskilled

Consciously
Unskilled

Consciously
Skilled

Unconsciously 
Skilled

Gordon’s (1974) Skill Development Ladder

Gordon’s Skill
Development Ladder

The Art of Teaching



Later

Now

The coach is a cheerleader
during this difficult time.

Learning Dip



Joyce/Showers Research
Training Components and Attainment of Outcomes 

in Terms of Percent of Participants

Components

Study of Theory

Demonstrations

Practice

Peer Coaching

Beverly Joyce and Bruce Showers (2002) Student Achievement Through Staff Development 3rd Edition. 
Ch. 5: Designing Training and Peer Coaching: Our Needs for Learning.  Alexandria, VA: Association for 
Supervision and Curriculum Development

Knowledge
(thorough)

10

30

60

95

Skill 
(strong)

5

20

60

95

Transfer 
(executive implementation)

0

0

5

95

— OUTCOMES —



Being Comfortable with Discomfort

What have you experienced with 
moving on the Gordon’s continuum 
throughout your teaching career?



Peer  Coaching
EVALUATION
Outside Criteria

MENTORING

PEER COACHING
Teacher’s Choice

SUPERVISION



Pre-observation Conference

Observation

Post-observation Conference



Pre-Conference: Agenda and Focus 

Agenda

Focus

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

Focus
Seek clarity on what you will watch 
and listen for in the observation. 
Perhaps create an observation format 
or map.



Pre-Conference: Agenda and Focus 

Agenda

Focus

Agenda
What are you discovering about your students?
• Tell me more.
• As you planned this activity, what were 

important things you were considering?
• Why was that so important?

Focus
You mentioned engagement, what would that 
look like and sound like?
• Would it be valuable if I recorded your 

questions?
• When would be the best time to observe 

for that?



Collecting Observational Data in the Classroom

• In the pre-conference, seek clarity 
of the focus of the observation. 
What question or concern is the 
teacher looking to answer or 
solve?

• Identify what observational data 
you can collect that would be most 
valuable for the teacher. (teacher 
behaviors, student behaviors, 
both)

• Create a plan or process or 
template for recording. Confirm 
with the teacher.



Observing a Pre-Conference 

As you observe Steve’s pre-
conference, pay attention to 
how the backwards plan 
leads to a coaching focus.



Hypothesis and 
Evidence in Growth 
and Learning Plans

Jean Ross, writing in Sloan Management 
review from MIT,  “Why Hypotheses Beat 
Goals”, suggests that instead of asking 
“What is Your Goal?” we ask, “What is Your 
Hypothesis?” She states, “Hypotheses can 
force individuals to articulate in advance 
why they believe a given course of action 
will succeed. A failure that exposes an 
incorrect hypothesis can more readily 
convert into organizational learning.”



Hypothesis and 
Evidence in PGP  

Merriam Webster defines evidence as an 
outward sign (indication) and something that 
furnishes proof (testimony). (Synonyms 
include confirmation, corroboration, 
documentation, proof, substantiation, 
testament, testimonial, testimony, validation, 
voucher, and witness.)
A growth plan should be supported with 
evidence that the plan was carried out 
and the necessary reflection occurred. 
Insights that emerged are the 
concluding element.



Teachers can describe desired 
growth in terms of…?

Student Achievement

Student Learning Production Behaviors

Teacher Behaviors



Example Hypothesis
Elementary: I can contribute to the 
learning of others. (collaborator)
Hypothesis
I believe that students mentoring and 
teaching with younger peers can 
provide needed opportunities to 
practice key collaborative skills. 
Purposeful teaching of listening, 
communication, and feedback skills 
will increase students’ collaborative 
progress.



Example Hypothesis and Process
Elementary: I can contribute to the 
learning of others. (collaborator)
Hypothesis
I believe that students mentoring and 
teaching younger peers can provide 
needed opportunities to practice key 
collaborative skills. Purposeful 
teaching of listening, communication, 
and feedback skills will increase 
student collaborative progress.

Process
My grade-three students will each be 
paired with a first-grade student as a 
“peer pal.” Partnering with a first-
grade teacher, we will plan for a 20-30 
minute “peer pal” activity each week. 
Observation of peer interactions will 
identify skills to be taught. Student 
coaching and feedback will be 
provided during and following each 
session.



Starting Point



Sample Evidence
• The outline of skills taught.
• I will select five students at 

different levels of cooperative skills 
and maintain a log of their “peer 
pal” experience.

• My conclusion of insights gained 
from the process.



Example Hypothesis
Hypothesis – Math Performance
I think that students persevering 
and attempting to solve a problem 
when it appears to be ‘something 
they don’t know how to do’ would 
result in increased Math 
Performance. Providing increased 
experiences in solving problems 
collaboratively and independently 
should create this mindset.



Example Hypothesis and process
Hypothesis - Math Performance 
I think that students persevering and 
attempting to solve a problem when it 
appears to be “something they don’t know 
how to do” would result in increased Math 
performance. Providing increased 
experiences in solving problems 
collaboratively and independently should 
create this mindset

Process
I will create some time each 
week to engage in a ‘problem-
solving event.’ I’ll look to create a 
game-like/fun-challenging 
atmosphere around the activity. 
Students will be encouraged to 
find or create challenges for 
classmates.



Sample Evidence
• Sample challenge problems
• I will record my observations and 

conscious decisions twice a month 
throughout the year.

• End-of-Year Math Assessment Results
• My conclusion of insights gained from 

the process



Team Hypotheses and a Plan
Hypothesis – Too often, we do not 
provide a real, authentic audience 
and purpose for students’ writing. By 
doing so, we think we can increase 
student engagement and effort in 
writing and their willingness to 
rewrite (struggle) in order to achieve 
their purpose. (A purpose that is real 
and authentic.) Successful writing will 
motivate continued and improved 
writing.

Plan – As we gather more knowledge 
about our students, we will plan for 
four authentic writing-for-purpose 
activities during the year. Substantial 
time will be set aside for this work in 
class and expectations for out-of-class 
time will be shared. Student peer 
exchanges and coaching will be 
encouraged.



Evidence Drives  
Learning in PLCs  

First – evidence that the teacher 
actions the PLC decided to focus on 
are/were being implemented

Second – the teacher actions have 
generated the desired student 
learning production behaviors

Third – Progress student learning/ 
outcomes are present



What Evidence Gets Gathered             
and Explored?  

First – evidence that the teacher 
actions the PLC decided to focus on 
are/were being implemented

Second – the teacher actions have 
generated the desired student learning 
production behaviors

Third – Increased student learning 
outcomes are present

Plan – As we gather more 
knowledge about our students, we 
will plan for four authentic writing-
for-purpose activities during the year. 
Substantial time will be set aside for 
this work in class and expectations 
for out-of-class time will be shared. 
Student peer exchanges and 
coaching will be encouraged.



A Collaborative Organization

• The definition of performance 
includes the impact you have on 
others.

• You are not a high performer if 
you don’t make other people 
better.  (Adam Grant)

Teachers’ Knowledge About One 
Another’s Work
Teachers gain confidence in their peers’ 
ability to impact student learning when they 
have more specific and deep knowledge 
about each other’s practice. Opportunities 
that allow teachers to know and understand 
one another’s work are often simple to 
execute but can easily be missed. 
https://www.ct3education.com/2021/06/09
/collective-teacher-efficacy/

https://www.ct3education.com/2021/06/09/collective-teacher-efficacy/
https://www.ct3education.com/2021/06/09/collective-teacher-efficacy/


Collective Efficacy --- the number 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)

• How teachers collectively think about their 
impact and student progress is most relevant 
to success for their students. (Hatti)




