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Abstract 

Instructional coaching has been shown to be an effective way to improve teacher practice 

through structured partnership and goal-oriented collaboration. This qualitative study examined 

the perspectives of instructional coaches, teachers, and principals on the presence of six key 

components of effective instructional coaching programs: building relationships, remaining 

connected to students, developing leadership skills, modeling for teachers, building in plan time, 

and remaining focused on the goal. An examination of the data collected via open-ended surveys 

and semi-structured interviews indicated that the Aqua Valley School District may strengthen 

their instructional coaching program through addressing how coaches build relationships, remain 

connected to students, develop leadership skills, remain focused on the goal, and build in plan 

time with teachers. These areas may be bolstered by increasing connection with students through 

instructional coaches having a purposeful presence in the classroom, setting goals for coaching 

partnerships that incorporate student outcomes and learning standards, and positioning 

instructional coaches as strategy experts through the purposeful use of planning time.
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Preface 

As a new teacher, partnering with a coach helped me to better understand what I wanted 

to accomplish with my students, design an instructional pathway to achieve this, provided 

someone to review results with along the way, and ultimately meet my goal. Even now as a 

district administrator, I meet weekly with a coach who provides me the same support that has 

allowed me to grow as a professional and as a person; this would not be possible without a 

coach. 

When I was fortunate to be awarded a district leadership role that included the 

coordination of professional learning, I was eager to apply my training on instructional coaching 

to help each teacher become their best as they serve the students. Working with a group of 

talented instructional coaches, we were able to build a program from the ground up based on Jim 

Knight’s (2018b) Impact Cycle model. Once the initial success of rolling out the program 

demonstrated that instructional coaches, administrators, teachers, and board members understood 

the purpose of the instructional coaching program, the real work began. We quickly learned that 

while there were strengths in the program, such as teacher engagement, there were areas that 

needed improvement, such as setting clear goals and building coach expertise around various 

instructional strategies. 

In preparing to conduct this study, the literature review indicated that evaluating 

instructional coaching programs can be challenging when focused on documentation and 

aspirational goals. To deeply examine the instructional coaching program in Aqua Valley School 

District, six key components of instructional coaching were defined, and the data gathered 

through surveys and semi-structured interviews were examined through these components. The 

components include building relationships, remaining connected to students, 
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developing leadership skills, modeling for teachers, building in plan time, and remaining focused 

on the goal. 

The data gathered from Aqua Valley staff indicated four of the six areas for 

improvement: remaining connected to students, developing leadership skills, remaining focused 

on the goal, and building in plan time. My recommendations include using plan time as the 

foundation for setting goals connected to students, identifying opportunities for purposeful 

presence in the classroom, and positioning instructional coaches as lead learners and strategy 

experts.  Additionally, Aqua Valley should determine how to evaluate the effectiveness of the 

instructional coaching program. To ensure all districts have access to effective instructional 

coaching, my policy recommendation is that the Illinois State Board of Education requires 

districts to have instructional coaching programs that include each of the key components. 
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Chapter One: Introduction 

Instructional coaching is a model of professional learning that involves partnership 

between an instructional coach and a teacher to promote teacher growth and development 

through job-embedded learning and reflection.  The impact of coaching can be profound as 

Atwul Gawande (2011) claimed “Coaching done well may be the most effective intervention 

designed for human performance” (“Personal Best,” para. 94). Teaching is highly demanding, 

and the nature of the demands often change every year. During my experience as a middle school 

science teacher, I found that I was usually helping students with literacy skills beyond the 

science standards. My training and experience were primarily as a science teacher therefore, I 

sought out the help of a reading specialist to create instructional plans specifically designed to 

support students to make sense of non-fiction text. The reading specialist acted as a coach and in 

doing so, helped me carefully select materials and identified instructional approaches that best 

supported the students in meeting the intended outcomes of the units. The experience of working 

with this coach demonstrated the impact that coaching has on both teachers and students, and so, 

I made it my mission to partner with a coach whenever I had the opportunity.  Instructional 

coaches are “individuals who are full time professional developers, on site in schools” (Knight, 

2007, p. 12).   My interest in coaching grew throughout my teaching career, and later as the 

director of curriculum, instruction, and assessment where my role was to develop and support an 

instructional coaching program.  These experiences inspired me to further examine the important 

role that instructional coaches play in a school district. 

Demographics 

Aqua Valley School District is located in an Illinois suburb, approximately 12 miles north 

of Chicago. Three schools in the district serve approximately 1,150 students in preschool and 
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kindergarten, first grade through fifth grade, and sixth grade through eighth grade. Data 

published on the Illinois School Report Card (2018) reports that Aqua School District’s student 

demographics are as follows: 37% of students are White, 33% Asian, 14% Hispanic, and 8% 

Black; 18% of students receive support via English language learner programing, and 16% have 

an individualized education plan (IEP). Approximately 31% of students are considered low- 

income based on free and reduced meal reports. Chronic absenteeism and mobility rates are both 

low, approximately 5% and 7%, respectively. The teaching staff consists of approximately 88 

people; 85% are female and 90% are White. Approximately 65% of the teaching staff hold a 

master’s degree or higher, and the retention rate is 85%. 

The Aqua Valley School District is one of nine elementary districts that feed into the 

Aqua Valley High School District. Each of the nine districts is unique in terms of student 

demographics and the availability of financial resources. Compared to the State of Illinois’ 

demographics, Aqua Valley School District has a more diverse student population with a larger 

percentage receiving support via English language learner programing and IEPs. The low- 

income rate is lower than that of the state, as is the chronic absenteeism rate. The staff 

demographics reflect those of the state in terms of gender and race; however, more staff in the 

district hold a master’s degree or higher (Illinois School Report Card, 2018). While the student 

demographics in Aqua Valley are not as diverse when compared to the State of Illinois, the 

varied student makeup calls for teachers to use a variety of instructional strategies to engage 

students in learning. Instructional coaching can provide teachers with strategies to meet the needs 

of a diverse student population, similar to my experience as a science teacher working with a 

reading specialist to support students in comprehending nonfiction text. 



20  

Assessment Measures 

In the spring of 2018, students in grades three through eight participated in the Common 

Core State Standards (CCSS) aligned Partnership for Readiness of College and Career (PARCC) 

assessment. PARCC is an end of year summative assessment of achievement that measures 

mastery of reading and math standards in grades three through eight. The year 2018 was the third 

consecutive year students in the state of Illinois participated in PARCC, which allowed for a 

comparison of student achievement over time. PARCC scores are reported in the following five 

levels: Exceeded, Met, Approached, Partially Met, Did Not Meet. Students who earn a raw score 

that falls within the range of Exceeded and Met are considered proficient, which means the 

students have mastered expected grade-level standards. Students in the Aqua Valley School 

District tend to outperform state averages on federally mandated tests of achievement in English 

language arts (ELA) and math. 

The percentage of students earning a proficient score on the PARCC ELA test steadily 

increased from 55% to 59%. Conversely, each year, the percentage of students who did not earn 

a proficient score decreased from 45% to 41%. While Aqua Valley School District may 

outperform state averages, the reality of 41% of students not meeting grade-level standards as 

measured by an end of year summative assessment promotes reflection on how instruction may 

be improved to support student learning. Teachers who support the improvement of the 41% of 

students not meeting grade-level standards could benefit from partnering with instructional 

coaches to reflect on their practice then develop and implement plans for improvement. Figure 1 

illustrates student performance on PARCC ELA between 2016–2018. 
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Figure 1 

Aqua Valley PARCC ELA Scores 2016–2018 (Illinois School Report Card, 2018) 

 

 

 

The percentage of students in math who earned a proficient score on PARCC was initially 50% 

in 2016, dropped to 48% in 2017, and rose to 49% in 2018. The percentage of students who were 

not proficient in math varied from 50% in 2016, increased to 52% in 2017, and dropped to 51% 

in 2018, therefore the number of students needing additional supports increased. Instructional 

coaches can provide teachers the opportunity to deeply reflect on instructional practice to 
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identify areas for improvement and set goals around these areas.  Figure 2 illustrates student 

performance on PARCC math between 2016–2018. 

Figure 2 

Aqua Valley PARCC Math Scores 2016–2018 (Illinois School Report Card, 2018) 

 

 

One limitation with PARCC data is that they are typically shared with schools up to six months 

after the test is administered. The Aqua Valley School District administered local benchmark 

assessments to obtain data that were immediately available to staff and parents. 

Included in those benchmark assessments is the nonprofit Northwest Evaluation Association’s 

Measure of Academic Progress (MAP). Similar to PARCC, MAP is aligned to CCSS and 
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measures student learning in reading and math.  MAP differs in that it is a self-leveling test, 

meaning that the questions adjust based on how students answer. This allows for a score that 

shows the maximum level of student achievement. Aqua Valley students in grades 2–8 

participated in MAP three times a year; fall, winter, and spring. When MAP scores are reported, 

an estimation of student growth is provided based on nationally normed data. Aqua Valley used 

MAP scores to measure student growth over time to add another dimension to the data provided 

by PARCC. 

The Aqua Valley School District set fall to spring MAP student growth goals in reading 

and math. Specifically, the district used previous growth results to set the goal of 70% of 

students meeting or exceeding their individual growth target (Aqua Valley Academic Dashboard, 

2018).  Aqua Valley failed to reach the goal of 70% of students meeting or exceeding estimated 

growth on MAP during the three consecutive school years. Similar to the PARCC results, these 

results prompted reflection on areas of instructional improvement, which instructional coaches 

could be utilized to support through learning partnerships with teachers. Table 1 illustrates MAP 

growth performance in Aqua Valley between the 2015–2016 and 2017–2018 school years. 

Table 1 

Aqua Valley MAP Growth 2015–2016 through 2017–2018 

School Year Reading Growth Math Growth 

2017–2018 63% 64% 

2016–2017 63% 66% 

2015–2016 64% 62% 

 

 



24  

The mission of Aqua Valley School District is to “Build a Foundation for Learning, 

Leadership, and Life.” The district has established clear expectations around structures for 

teaching and learning and offers a robust professional development system. The Aqua Valley 

strategic plan refers to a standards-referenced approach to student learning. This approach 

incorporates priority learning standards in each course, assessment, and evidence based 

instructional strategies. 

The course-specific learning standards used include the Common Core State Standards in 

math and English language arts, Next Generation Science Standards, Illinois Learning Standards 

for Social Science, National Core Arts Standards, Society of Health and Physical Educators 

(SHAPE) America Standards, and International Society of Technology in Education Learning 

Standards. Teams of teachers, administrators, and instructional coaches selected and refined the 

priority learning standards to be measured in each course at each grade level, kindergarten 

through 8th grade. The standards were documented on district developed curriculum maps and 

were used to create standards-referenced report cards that were issued to parents three times per 

year. Instructional coaches can play a key role in the implementation of standards-aligned units 

by partnering with teachers to think deeply about what the standards mean, how they translate to 

instructional practices, how to measure student mastery, and finally to communicate student 

progress to parents and families.  

Evidence Based Instruction 

Evidence based instruction include practices that have been researched and shown to 

positively impact student learning outcomes (Cook et al., 2012). The goal of implementing 

evidence based instructional strategies is to support student mastery of learning standards. The 

Aqua Valley School District has used John Hattie’s work from Visible Learning (2008) to 
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establish a district supported list of evidence based instructional strategies. The list was 

developed by the district administrative team based on Hattie’s research on teacher focused 

practices with a high effect size, such as formative evaluation and cooperative learning.  Hattie 

(2008) identifies strategies designed to support student growth, which include cooperative 

learning, concept mapping, feedback, formative evaluation (formative assessment), goals, spaced 

practice, mastery learning, matching style of learning, metacognitive strategies, problem-solving 

teaching, self-verbalization and self-questioning, worked examples, and questioning. See 

Appendix A for a description of each item and the effect size. 

Instructional Coaching Program 

Teachers had access to multiple opportunities for professional learning to assist them in 

implementing the instructional strategies. Examples of professional learning opportunities 

included attending workshops offered by outside organizations or professional groups, webinars, 

on site book studies, weekly faculty meetings that feature professional learning, and access to 

instructional coaches. The Aqua Valley School District instructional coaching program was 

designed for coaches to partner with teachers around their selected goals and utilize high-impact 

instructional strategies to meet the selected goals.  Participation was entirely voluntary for 

teachers and open to any teacher, novice or veteran. 

The model of instructional coaching used in the district aligns with Dr. Jim Knight’s 

research as described in his 2007 book Instructional Coaching: A Partnership Approach to 

Professional Learning. The cycle he has developed includes three parts: identify, learn, and 

improve. During the identify phase, the coach and teacher work together to gather and analyze 

data to identify a goal. The goal of the coaching partnership is to improve student behavior or 

learning by changing teacher practice related to student needs. In the learn phase, the coach and 
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teacher identify an instructional strategy to help the teacher and their students reach the goal. 

The coach then partners with the teacher to learn and implement the strategy through co-

teaching, modeling, or reviewing a video captured in the classroom of the teacher delivering 

instruction and students engaged in specific learning tasks. The final phase, improve, involves 

gathering data again to determine whether the goal has been met. After reviewing the data, the 

teacher decides whether to keep working on the same goal if it was not met, move on to a new 

goal if the initial goal was met, or discontinue the coaching partnership. 

Hattie’s (2008) research regarding effective research based instructional practices and 

Knight’s coaching model (2007) go hand in hand during the learn phase of the coaching cycle. 

Specifically, Hattie’s research regarding the most efficacious teaching strategies provides the 

instructional coach and  teacher options when selecting an instructional strategy to apply.  

Instructional Playbook (Knight et al., 2020) details the critical nature of an instructional coach or 

instructional coaching team having a “playbook” of instructional strategies as a reference to use 

for their own learning, and when partnering with teachers; and Hattie’s work provides the 

evidence for building a research-based playbook. 

Purpose and Program Development 

I was fortunate to be the founder and director of the instructional coaching program in the 

Aqua Valley School District. The work to establish the program began in 2013 when the district 

created the Department of Curriculum, Instruction, and Assessment and appointed me as the 

department director. Professional development was a significant part of what the department 

oversaw. The district did not formally define the role and responsibilities for the coaches, and as 

a result, both coaches and teachers struggled to understand the purpose of the coaching program. 

I attended Dr. Jim Knight’s “Instructional Coaching Institute” in Lawrence, Kansas (2013), just 
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as I began my new role. Knight’s three-day program helped me understand why coaches could 

make a difference and how the work should be implemented. I eagerly returned to Aqua Valley 

to read more about his work and planned to implement a clear and cohesive instructional 

coaching program. 

The program has grown over the past six years, with the purpose clear in a statement the 

team developed. The purpose statement below was developed during 2013-2014 school year 

instructional coaching team meetings and is located in the meeting minutes: 

Coaching is a collaborative partnership between teachers and 

coaches. The partnership supports the implementation of research- 

based best practices through goal-setting, planning, modeling, 

observation, and reflection to promote the growth and development 

of students and teachers. 

In the beginning, we informally evaluated our impact by examining whether staff knew the 

program’s purpose, how frequently teachers were reaching out to coaches, and then gathered 

information about the nature of the partnerships. One early misconception about the program was 

that instructional coaches were present to provide students with direct instruction. The 

instructional coaching team and I created the purpose statement above to clarify the program’s 

purpose. This message was repeated throughout the year, primarily in person during whole 

district staff meetings and building meetings. As the team grew in their confidence regarding 

their roles, we partnered with teachers and administrators to communicate the program’s 

purpose. After the first two years, each school-based coaching team developed a school-specific 

kickoff for the fall, rooted in the program purpose and customized to appeal to the grade level, 

specific teacher and student needs, and principal goals for each building. 
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Each instructional coach utilized Google Calendar to track their meetings. This tracking 

tool determined how much of their day was spent working with teachers, either in planning 

meetings or in the classroom. The online YouCanBookMe tool allowed teachers to book time 

with coaches easily; the dashboard monitored how frequently teachers would reach out to 

coaches to initiate time to work together. This system was not an accurate reflection of how 

frequently teachers actually reached out to coaches, because at times these connections would 

occur informally in the hallway, at lunch, after school, during team meetings, or at the 

conclusion of a previously scheduled meeting. 

During the 2015-2016 school year instructional coaches were required to maintain a log 

of their work with teachers. While each coach was able to design the log as they wished, they 

chose to define what type of coaching partnership each entry reflected. The types of coaching 

partnerships included consultation, collaboration, and coaching. Consultation entailed a teacher 

simply talking through an idea with a coach or requesting assistance with an instructional 

resource. Collaboration was when a teacher and coach worked on adjusting instruction without a 

clear goal or data collection. Coaching was the actual implementation of Knight’s three-step 

model, and as time went by, most entries fell under the coaching category. 

The program grew, with 80% of staff partnering with an instructional coach each year, 

and most partnerships focused on a student-centered goal. Coaches worked with teachers to 

develop goals based on classroom data, utilized an instructional strategy that was either entirely 

new to the teacher or is a revision of a previously used strategy that has been revised, and most 

importantly, driven by a student-centered goal.  Examples of goals include increasing authentic 

engagement of a subset of learners, demonstrating one proficiency level of growth on a particular 

learning standard as measured by a formative assessment, and increasing opportunities for 
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students to respond using cooperative learning.  Despite the informal efforts, the available data to 

demonstrate the effectiveness of the coaching program were limited. The ultimate goal of 

instructional coaching was to improve student learning. Many factors that influence student 

learning were challenging to identify and so a more precise way to measure the impact of 

instructional coaching was to shift the focus to monitoring the program structures for 

effectiveness. A well-staffed instructional coaching program can be costly. Items that require 

funding include salaries and benefits for the actual position of instructional coach, training for 

the instructional coaches, and resources such as access to high-quality instructional resources and 

logistics tools.  A strong program evaluation was needed to secure the funding to run an 

instructional coaching program.  

To demonstrate the value of an instructional coaching program, there must be a method 

to examine program impact, and this study aims to explore the extent to which the key factors of 

effective instructional coaching practices are present in the Aqua Valley School District. The 

perspectives of instructional coaches, teachers who have partnered with coaches, and principals 

were gathered and analyzed to determine the extent to which key factors of an effective coaching 

program were present.  The goal is to help Aqua Valley improve and refine the instructional 

coaching program and provide other districts with a framework for establishing or evaluating an 

instructional coaching program. 

Rationale 

As the former director of curriculum, instruction, and assessment in Aqua Valley School 

District, I established the instructional coaching program during the 2013–2014 school year. I 

was an integral part of developing the program from inception until 2020, when I took a position 

in another district. The team of instructional coaches and I were a collaborative group that met 
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every other week for two hours to reflect on program implementation, deepen learning around 

Knight’s instructional coaching model, and plan for growth. My role also included evaluating 

each of the five instructional coaches. 

Observing an instructional coach in action is very different from observing a classroom 

teacher. While an administrator is allowed and welcomed to walk into a classroom and interact 

with students, a pop-in visit is not well suited for a meeting between a coach and a teacher due to 

the confidential nature of coaching relationships. The teacher often shares professional 

vulnerabilities with a coach that they may not feel comfortable sharing with an administrator. 

During a conversation with Dr. Jim Knight, he suggested talking with coaches about their work 

to gauge what they are doing and what their proficiency level is (personal communication, 

February 24, 2017). Knight recommended a less formal setting to promote comfortable 

conversation. 

I implemented Dr. Knight’s suggestion by meeting with each coach for one hour a month 

at an off-campus location, allowing for the coaches to identify topics and discuss their coaching 

practice, successes, and challenges. In preparation for each meeting, I would review their 

coaching logs to make notes and jot questions I may want to ask. I brought along my coaching 

log notes and a copy of Knight’s coaching checklist. I did not bring a laptop with the intent to 

connect with the individual with whom I was meeting.  At the opening of the meeting I would 

say, “This is your time. Are there things you’d like to discuss regarding your coaching practice?” 

If the coaches did not have anything specific to discuss, I would refer to the notes I created based 

on the coaching log and used the coaching checklist to guide the conversation. I would take a 

few minutes to record notes after each conversation, focusing on each coach’s areas of strength 

and growth. These conversations were instrumental in measuring the proficiency level of each 
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coach and the entire team, as it allowed me to compare how they described their work to 

Knight’s coaching checklist. The areas of Knight’s checklist that were not being implemented 

were used to identify and plan for professional development during our biweekly meetings. 

The team functioned with a high degree of trust and psychological safety (Edmondson, 

2018). Establishing trust and safety entails six steps: approaching conflict as a collaborator, 

speaking human to human, anticipating reactions, being curious rather than blaming, and asking 

for feedback (Delizonna, 2017). The seven norms of collaborative work supported the six steps 

and were utilized at each meeting and extended to interactions beyond the meetings to build 

psychological safety (Garmston & Wellman, 2016). These norms include putting ideas on the 

table, pausing, paraphrasing, posing questions, presuming positive intent, providing data, and 

paying attention to self and others. Adhering to these norms created an openness that allowed the 

team to become a learning group and function at high levels. The coaches also carried these 

norms into their work with individual teachers and teams to create a safe learning atmosphere 

that deep coaching requires. 

While there was some evidence of the coaching program’s positive impact on teachers 

and students, it was vital to the longevity and development of the program to gain a more precise 

understanding of the features of the coaching program that made a difference and why. The 

evidence was not completely clear: the informal and anecdotal nature of monitoring following 

the initial program rollout did not yield measurable and comparable data. While the program was 

defined, a plan to evaluate the program components did not exist. The ultimate goal of 

instructional coaching was to improve student learning. However, many factors such as teacher 

efficacy, access to equitable learning opportunities, and early childhood learning experiences 

influence student learning, which made it difficult to tease out the specific impacts of 
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instructional coaching on a larger scale. 

Other districts in the Aqua Valley area and the local surrounding suburbs also had 

instructional coaching programs that varied in their structure and implementation. For example, 

some districts focused on new staff and required them to work with instructional coaches, while 

veteran teachers did not typically work with coaches. Coaches from other districts were content- 

specific and assisted teachers in implementing new curricula such as science and STEM 

programs. One district had outlined coaching requirements in the teacher contract, requiring 

every teacher to support a goal through a coaching partnership. In yet another example, coaches 

were that in name alone as their day to day responsibilities included wide scale professional 

development, EL and gifted program coordination, and assessment management. Some districts 

had no clear guidelines, leaving coaches to define the program and the roles for themselves. 

Those with limited scope and unclear guidelines were seeing a decline in resources funneled 

toward instructional coaching programs. Each district had their own reason for adding 

instructional coaching programs; however, without a clear purpose and structure, the benefits to 

both teachers and students were diluted. The key factors of effective instructional coaching 

programs identified through this study could help other districts reshape and implement highly 

impactful programing. 

Documenting these key factors was important due to the difficulty in linking the impact 

of instructional coaching to student data on a wide scale. A specific coach and teacher 

partnership should yield student data to demonstrate whether the goal was met; however, 

outcomes cannot be extrapolated to big data such as benchmark assessments or federally 

mandated tests. Even within a grade-level team, common assessments were limited based on 

who has partnered with an instructional coach, the identified instructional strategies, and an area 
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of focus. There are many factors that impact student achievement and growth data, thus making 

it difficult to link specific changes back to instructional coaching. 

Ultimately, my research findings will be shared with the person who has been hired to 

serve as the director of curriculum, instruction, and assessment in the Aqua Valley School 

District. This information can be utilized to improve the program while ensuring that the 

effective practices remain intact. The findings have a new purpose in that they may provide the 

incoming director helpful information about the program’s strengths and guide them in actions 

for improvement. Additionally, the findings could help other districts revise an existing 

instructional coaching program or provide guidance when establishing a new program. 

Goals 

This program evaluation aimed to examine instructional coach, teacher, and principal 

perspectives on the presence of the key factors of an effective instructional coaching program. 

The outcomes could improve Aqua Valley School District’s program and provide a template and 

resources for other districts that have an instructional coaching program or are thinking of adding 

one to their offerings for teachers. The impact instructional coaching partnerships provides 

teachers with practical ways to improve instructional practice through the development of goal-

based strategies which results in a change in teaching practice, and impacts student outcomes. 

Research Questions 

The purpose of this research is to gather the perspectives of instructional coaches, 

teachers, and principals to determine the presence of key factors of an instructional coaching 

program. The primary research question is as follows: 

● To what extent are the key components of an effective instructional coaching 

program evident in the Aqua Valley School District? 
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The related research questions of this study are as follows: 

● How do principals, teachers, and coaches perceive the characteristics of an 

effective instructional coach? 

● How do principals, teachers, and coaches perceive the characteristics of an 

effective instructional coaching program? 

● What professional development do coaches benefit from and why? 

Conclusion 

Instructional coaching has the potential to have high impact outcomes on teacher 

performance and student learning (Aguilar, 2013; Knight, 2007; Sweeney, 2011). To determine 

how effective a coaching program is, the presence of key factors can be tracked and analyzed 

through an investigation of the perspectives of the instructional coaches, teachers, and principals 

in Aqua Valley. In the next chapter, literature around instructional coaching is discussed and 

synthesized to develop a framework around best practices and research based strategies. 
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Chapter Two: Literature Review 

The purpose of this literature review is to examine how instructional coaching became a 

part of professional learning in education and the key components of effective programs. This 

literature review will provide some historical context to the development of instructional 

coaching, review current frameworks, identify challenges in measuring outcomes of professional 

development, and identify six key components of instructional coaching. In addition, a review of 

evidence based instruction, coaching as professional development, evaluating coaching 

programs, and the gaps in literature on coaching will be presented. 

History of Coaching in Education 

Evaluations of professional development for teachers conducted in the 1970s revealed 

that as few as 10% of teachers implemented instructional strategies and curricular programing 

that they had learned about through traditional professional learning methods (Showers & Joyce, 

1996). The minimal impact of 10% implementation was seen as a call to action to ensure that 

professional development was more impactful for teachers who participated and the students 

they taught. Beverly Showers and Bruce Joyce (1996) hypothesized that weekly seminars that 

provided the opportunity for teachers to reflect on their practice would increase implementation 

of newly learned skills and programs. Putting their hypothesis into action, Showers and Joyce 

(1996) organized seminars that were run by either teachers or experts on the instructional 

practices or curriculum that were being learned and found that implementation increased 

substantially when teachers participated in the seminars. 

Peer Coaching Groups 

Peer coaching groups consisted of teachers implementing the same teaching strategies and 

curriculum, and included modeling, practice under simulated conditions, and applied in the 
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classroom. Teachers intentionally reflected on their practice with peer coaches, which increased 

the positive effect of the peer coaching groups. Showers and Joyce (1996) continued to expand 

on what they learned to develop their “principles of peer coaching,” which defined the intent of 

peer coaching as a “focus on innovations in curriculum and instruction” rather than improving 

existing practices. The Showers and Joyce (1996, p. 13-14) principles of peer coaching include 

the following: 

● Teachers must agree to practice the new strategy or curriculum, support one another in 

the process, and collect data regarding the implementation process. 

● Do not provide verbal feedback to protect collaborative activity. 

● When pairs observe one another, the one teaching is the coach and the one observing is 

the coached. 

● Teachers learn from one another while planning instruction, developing materials, 

watching one another work with students, and thinking together about the impact on 

students without offering advice along the way. 

Cognitive Coaching 

As Joyce and Showers responded to the data showing that staff development was not 

making a meaningful impact, Robert Garmston (1987) also began to develop three approaches to 

coaching: technical, collegial, and challenge. See Figure 3 for a description of each approach. 

Garmston’s model emphasized teachers learning from one another within the coaching 

framework that was selected and supported by building administration. His goals were to 

promote coaching that supports teachers’ existing strengths while expanding previously 

unexplored capacities. The sole purpose of helping the teacher was to improve instructional 

effectiveness by becoming more reflective about teaching and the ultimate goal of his coaching 
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model was teacher autonomy: the ability to self-monitor, self-analyze, and self-evaluate 

(Garmston, 1987). 

Figure 3 

Garmston’s Distinctions Between Technical, Collegial, and Challenge Coaching (Garmston, 

1987, p. 25) 

 

 

The cognitive coaching model was developed from Garmston’s work with his colleague 

Costa when they used the previous work to develop the first cognitive coaching workshops 

(Costa & Garmston, 2002, p. xix). The model was refined and eventually published in the 1995 

book Cognitive Coaching: A Foundation for Renaissance Schools. This early model of coaching 

was built on the premise of supporting the development of self-directedness through the 

application of coaching skills such as listening, pausing before speaking, paraphrasing, and 
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asking questions to help the teacher mediate their thinking. Cognitive coaching is based upon 

“the relationship and connections of various philosophical, psychological, physiological, and 

historical concepts” (Costa & Garmston, 2002, p. 9). The foundation of this model is built upon 

strong knowledge of educational theory, while successful partnerships grow out of trusting 

relationships between the coach and teacher.  The teacher’s growth as a self-directed professional 

depends on the coach’s ability to communicate with the teacher during plan or meeting time.  

Figure 4 depicts the research around learning and coaching skills as the roots of cognitive 

coaching. 
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Figure 4 

The Roots of Cognitive Coaching (Costa & Garmston, 2002, p. 10) 
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Current Coaching Models 

The early peer coaching work of Showers and Joyce and Garmston and Costa paved the 

way for the current models of instructional coaching developed by Jim Knight (2007), Diane 

Sweeney (2011), and Elena Aguilar (2013). While each model builds on facets of the early 

approaches to educational coaching such as relationships, teacher-directedness, and coaching 

communication skills research, there some important distinctions. First, the role of a coach is 

described as separate and different from that of a teacher who is learning from the coach.  

Second, feedback plays an important role in the teacher-coach relationship. Table 2 illustrates a 

side by side comparison of Knight’s, Sweeney’s and Aguilar’s coaching models. 

Table 2 

Comparison of Current Coaching Models 

Knight’s (2007)  

Impact Cycle  

Sweeney’s (2011) 

Student-Centered Coaching  

Aguilar’s (2013) 

Art of Coaching 

 

Based on Partnership 

Principles of choice, voice, 

equality, praxis, reflection, 

dialogue, and reciprocity 

 

Utilizes academic data 

gathered by formative 

assessment 

Seeking equity for students 

Driven by teacher choice; 

may focus on academics or 

behavior 

 

Goals focused on academic 

learning standards; may be 

directed by the principal 

 

Emotional intelligence and 

social-emotional focus 

 

Three-step data-driven 

process: identify, learn, 

improve 

Highly structured within a 

short window of time 

 

Requires a well-developed 

lens for bias 

 
 

Features of an Effective Coaching Program 

Evidence from research indicates that there are key components of effective professional 

development. They include 1) content focus, 2) active learning, 3) coherence, 4) sustained 

duration, and 5) collective participation (Desimone & Pak, 2016). The effectiveness of 
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instructional coaching can be attributed to the presence of each of these five areas in the 

coaching model applied. Furthermore, an effective coach promotes building teacher capacity to 

deliver impactful instruction (Anderson & Wallin, 2018). Anderson and Wallin (2018) suggest 

six tips to help coaches ensure their program is effective: build relationships, remain connected 

to students, develop leadership skills, model for teachers, build in planning time, and remain 

focused on the goal. Table 3 outlines how Anderson and Wallin (2018) defined each of the six 

characteristics. 
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Table 3 

Summary of Empirical Tips on Instructional Coaching (Anderson & Wallin, 2018) 

 

Empirical Tip              Described by Anderson and Wallin (2018) 

 

 

Build 

Relationships 

 

 

 
Remain 

Connected to 

Students 

“Instructional coaches, especially those new to a school, quickly discover that 

the most important strategy to achieving success is building relationships. 

Relationships built on trust and respect will help coaches reach teachers and 

students. Teachers are more willing to open up and share their concerns and 

insecurities when they believe they can trust the coach” (p. 56). 

 

“In order to demonstrate competence, instructional coaches need to be able to 

speak from their current practice. Teachers often question consultants and 

coaches about the amount of time they spend in front of students. They pass 

(non-verbal) judgment when the coach provides a resume of teaching 

experience, but this experience excludes a current classroom. Effective coaches 

understand that in order to reach their teachers, they too must be connected to 

students. Operating as a teaching coach allows a coach to speak from current 

practice” (p. 56). 

 

Develop 

Leadership 

Skills 

 

 

Modeling for 

Teachers 

 

Build in 

Planning 

Time 

 
 

Remain Focused 

on the Goal 

 

“Most coaches exhibited leadership skills as a teacher, which is one of 

the reasons they were encouraged to become a coach. Coaches should work 

closely with principals to create leadership teams, set clear goals, determine 

school needs, and use data to drive instruction” (p. 57). 

 

“Effective coaches are comfortable going into teachers’ classrooms to model 

lessons…Modeling is one of the best ways to help teachers improve” (p. 57). 

 

“Coaches need to build time into their schedules to plan with teachers on a 

regular and ongoing basis. While building relationships and modeling are 

effective practices, making the time to plan with teachers provides the one- on-

one interaction that moves teachers to action” (p. 57). 

 

To improve student learning, the ultimate goal of coaching coaches should 

maintain focus on the following: 
• “Student achievement: Coaches must be mindful that the overall goal when working 

with teachers is to improve student learning.” 

• “Equity: Coaches are responsible to ensure that all students are served.” 

• “Instruction/assessment: Coaches help teachers understand that assessments must 

align with quality instruction…” 

• “Closing the achievement gap: The overarching goal for coaches is to assist schools 

in closing the achievement gap” (p. 58). 
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While each of these areas are separate components, they are also interrelated as evidenced by 

the review of instructional coaching literature through this lens. For example, planning time can 

be used to build relationships through the application of the Partnership Principles. Remaining 

connected to students can result in remaining focused on the goal. Each of these components is 

described in more detail in the next section. 

Building Relationships 

Relationships have been identified as a key factor and foundational starting point for 

coaching partnerships (Thomas, 2017; Purdym, 2017). Flaherty (2014) describes this relationship 

as follows:  

The type of relationship necessary for coaching is not one that’s based on “chemistry.” 

It’s more of a matter of openness, communication, appreciation, fairness and shared 

commitment. Frequently we’ll find that we are in a position to coach someone who is not 

the person we would choose to be our best friend or our selection as a dinner companion. 

There may be no escape from the experience we like some people more than others. This 

doesn’t matter in coaching people, however, and it doesn’t matter in building a successful 

coaching relationship (p. 33). 

Coaches develop collaborative relationships “by establishing trust, maintaining 

confidentiality, and communicating effectively with teachers” (L’Allier et al., 2010, p. 547). 

Flaherty (2014) suggests three mutualistic elements of relationships as an area of focus: respect, 

trust, and freedom of expression to apply when coaches find themselves in situations where they 

are coaching a teacher who they would not have chosen to spend time with (p. 40). 

One view of the relationship is that the coach and teachers are partners as highlighted by 

Jim Knight’s (2018b) Partnership Principles (p. 5). These principles are designed to put the 
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teacher in the driver’s seat and the coach as a helpful guide in the passenger seat. Table 4 further 

explains each principle. 

Table 4 

Knight’s Partnership Principles for Instructional Coaches and Teachers 

 

Principle Description 

 

Equality The teacher and coach share ideas and make decisions as equals  

Choice  Teachers are positioned as the final decision makers 

 

Voice             Teachers feel safe expressing what they think and feel 

Dialogue The conversation is dialogical in nature; ideas flow back and forth  

Reflection Reflection is collaborative and co-creative 

Praxis              Coaching is productive & meaningful in that teachers can apply knowledge/skills  

Reciprocity The partnership is mutually beneficial 

 

 

In addition to developing strong, trusting relationships, the research synthesis also points to the 

importance of maintaining connection to students. 

Connection to Students 

Anderson and Wallin (2018) believe that for coaches to be competent, they need to have 

experience as current practitioners as a means to stay connected to the students for whom 

instructional coaching is intended to serve. Anderson and Wallin (2018) recommend that 

instructional coaches should continue to have teaching responsibilities as part of their day by 

suggested that “…continuing to engage in the practice of teaching assists coaches in honing their 
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craft as well as providing them a training ground for the individuals they are coaching” (p. 57). 

While continued teaching responsibilities may be the most direct way to remain connected to 

students, there are other means of staying connected to students such as a student-focused goal 

for the coaching partnership or establishing a more frequent presence in the classroom with 

students during a given coaching cycle. 

A typical coaching cycle begins with a conversation between the coach and the teacher 

regarding where the teacher sees a need for improvement. The coach can remain connected to 

students by helping to focus the discussion on “how to address the needs of students rather than 

on the strengths or weaknesses of a teacher’s instruction” (L’Allier et al., 2010, p. 547). This can 

help ensure the partnership is rooted in the current students for the coach and creates an 

opportunity to observe teacher implementation of strategies and student response. 

Observing in the classroom can be effective in maintaining close ties to students. The 

coach and the teacher can identify agreed upon goals for the observation such as collecting data, 

measuring progress toward a goal, providing the teacher with feedback, and gauging the impact 

on students (Knight, 2022; Vargas & Melvin, 2021). The impact on students may be ascertained 

through direct observation; however, these data can also come directly from the students. 

Quaglia and Corso (2014) explain, “When students believe their voices matter, they are more 

likely to be invested and engaged in school” (p. 3). The coach’s presence in the room and 

connection to students may be achieved by working directly with the students, interviewing 

small groups of students, or assisting the teacher with administering a survey regarding the 

beliefs and attitude of students (Knight et al., 2018b). These options for working directly with the 

students and supporting the teacher in the learning environment can help a coach remain 

connected to students. Coaching responsibilities include building relationships and remaining 
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connected to students.  Coaches are also expected to demonstrate leadership through their 

partnerships with administrators, knowledge of instructional strategies, and facilitation of 

professional learning. 

Leadership 

Leadership plays an important role in effective coaching programs and a synthesis of the 

literature identifies the need for shared leadership and collaborative relationships between 

administrators and coaches (Drago-Severson, 2008; Horng & Loeb, 2010; Pierce et al., 2019). 

Principals alone cannot run a school that results in all students learning and growing; other staff 

members also need to be actively engaged in leadership roles. Principals who work toward 

building community, sharing leadership, and promoting change run more effective school 

organizations (Drago-Severson, 2008). Instructional coaches are often called upon to take on 

leadership roles, particularly in improving classroom practice.  Coaching that is well aligned 

with school goals and principal vision has a greater impact on instructional practices and student 

learning outcomes (Pierce et al., 2019). 

The literature clearly supports the importance of the coach as a leader; according to 

Knight (2022), “the difference between coaches who have a positive impact and those who do 

not comes down to leadership” (p. 7). He defines leadership in two ways: leading ourselves, 

which means having clarity of purpose, time management, positive habits, and self-compassion 

while leading others; and leading others, which calls for humility, alignment, and good decisions 

(p. 78). Effective instructional coaches must embody these leadership skills while working 

within a program that expects them to do so while providing support. The next section discusses 

another component: modeling for teachers. 
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Modeling for Teachers 

Modeling can provide another meaningful purpose for instructional coaches to have a 

presence in the classroom and stay connected to students. Simply defined, modeling is a 

demonstration of an instructional strategy or routine when implemented (Anderson & Wallin, 

2019). Knight (2018b) describes modeling in five ways: 

1. In teachers’ classrooms with students present 

 

2. In teachers’ classrooms without students present 

 

3. Co-teaching 

 

4. Visiting another teacher’s classroom 

 

5. Watching a video (p. 117) 

 

Providing choices to teachers in a coaching cycle empowers them as the lead learners, 

and the five options for modeling offered by Knight is an opportunity for teachers to select the 

approach most meaningful and comfortable to them. The coach’s role is to execute on the 

selection of the teacher and to bear in mind that the modeling does not need to be ideal but rather 

give the teacher a sense of the new strategy or routine. Seeing flawed examples can also be a 

powerful learning opportunity as Standstead (2015) claims: 

Model lessons are valuable coaching tools even if they don’t go well. It’s powerful for 

teachers to watch you fail, reflect, and reteach successfully…They need to know that you 

too struggle to make the curriculum fit the students, that you understand the time 

involved in preparing lessons, that you value the support of colleagues, and that you are 

willing to take risks (p. 79). 

A model that does not go as planned provides a rich opportunity for the coach and teacher to 

debrief about what went well, identify areas for improvement, and make adjustments to the plan. 
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This reciprocal feedback and collaboration can also help build the relationship between the coach 

and teacher in that it demonstrates vulnerability.  Coaching partnerships take time to develop. 

The next section discusses plan time, another key component in an effective coaching program. 

Plan Time 

It is critical for teachers and coaches to have regular planning time together throughout 

the coaching cycle. Teachers learn best when “they are involved in planning instruction, when 

experience is the basis for learning, when learning has immediate job-related relevance, and 

when learning is problem-centered” (L’Allier et al., 2010, p. 545). Vargas and Melvin (2021) 

explain that “...coaching meetings are more effective if they are (1) data-driven and (2) directive” 

(p. 49). The coach must understand where the partnership is in the cycle and ensure that planning 

time is used to make and measure progress toward the intended goal.  The most seasoned 

teachers can benefit from plan time throughout coaching cycles “…we suggest that every 

teacher, regardless of experience, benefits from partnering with a coach to hone in on their 

intentional planning skills…For it is in these planning conversations that we analyze student 

evidence to make decisions about what they are ready for next” (Steele, 2021). 

The opportunity to remain connected to students is present when the plan time work is 

focused on their success by allowing the coach to get to know the classroom structures, students 

and teacher. Plan time may also be used for the instructional coach to support the teacher in 

learning a new instructional strategy or skill, positioning the coaching as a lead learner. In 

addition to these and building relationships, developing leadership skills, and modeling for 

teachers, focus on goals also appeared as a theme supported by the literature review. 

Focus on Goals 

Throughout the coaching partnership, the coach’s role is to ensure that conversation and 
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work remain connected to the goal developed in collaboration with the teacher. Van 

Nieuwerburgh (2020) states “...coaching is a goal-centered intervention…” (p. 84). Determining 

the goal can be achieved through taking stock of the current reality in the classroom, and the 

teachers should provide the ideas about what to focus on and determine which data are relevant 

to assist with meeting the goal (Knight, 2018b). 

In addition to reviewing data, coaches need to ask the right questions to get to a goal that 

is most compelling to the teacher. Bungay Stanier (2016) suggests asking, “What’s the real 

challenge for you here?” because 

It’s too easy for people to pontificate about the high-level or abstract challenges in a 

situation. The “for you” is what pins the question to the person you are talking to. It 

keeps the question personal and makes the person you’re talking to wrestle with her 

struggle and what she needs to figure out (p. 86). 

Keeping in mind that the goal may need to be adjusted based on additional data gathered from 

the classroom, the combination of data analysis and questioning provides the information needed 

to set a clear and measurable goal for the coaching cycle. When coaches are in the classroom 

observing and gathering data, they have to determine how feedback can be used to move toward 

the goal. Observing teachers, either directly in the classroom or on video, paired with explicit 

feedback is a fundamental component of many coaching models (Connor, 2017; Knight, 2014; 

2018a; Ippolito & Bean, 2019). This is starkly different from the early models of peer coaching 

that discouraged any sort of feedback for fear that it would be seen as evaluative 
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or ineffective (Garmston, 1987). This change may be attributed to the research that points to how 

important feedback is to facilitate growth; as Hattie (2008) posits, with a clear goal and pathway 

to reach the goal, feedback can be an integral part of making positive progress. Furthermore, 

teachers who elected to receive support from an instructional coach were more likely to 

implement new strategies with fidelity, continue to use the strategy, and report higher 

expectations when considering using the strategy in the future (Knight, 2019). 

The literature review supported five specific components of an effective instructional 

coaching program: building relationships, remaining connected to students, developing 

leadership skills, modeling for teachers, building in plan time, and remaining focused on the 

goal. 

Evidence Based Instruction 

Evidence based instructional strategies are “effective educational strategies supported by 

evidence and research” (No Child Left Behind Act, 2001). As teachers are learning new skills 

through a coaching partnership, instructional coaches can draw upon many resources for lists of 

evidence based, or sometimes called research-based, instructional strategies. Examples of these 

resources include Marzano’s (2017) The New Art and Science of Teaching: More Than 50 New 

Instructional Strategies for Student Success, Saphier et al.’s (2018) 7th edition of The Skillful 

Teacher: The Comprehensive Research on Improving Teaching and Learning, and Hattie’s 

(2008) Visible Learning: A Synthesis of Over 800 Meta-Analysis Relating to Achievement. 

However, too many strategies can be overwhelming to the coaches and teachers who work 

together as well as the principals who lead them. 

Knight et al. (2020) describes a process that districts and coaching teams can use to 

develop a manageable and impactful playbook of evidence based or research-based instructional 
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strategies. He outlines three parts to an instructional playbook: a table of contents that lists the 

strategies, a corresponding one-page document that describes each strategy, and accompanying 

checklists that coaches and teachers can use to develop a plan for implementation in the 

classroom. The development and application of an instructional playbook are intended to help 

educators identify the highest-impact strategies, lead to deep knowledge, and build a shared 

vocabulary all while reducing stress and fostering hope. When developing the described 

playbook with a team of learning leaders, the first component is the table of contents. Prior to the 

inception of their coaching program, the Aqua Valley School District completed this step with 

the development of their list of evidence based strategies listed in Table 5. 
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Table 5 

Aqua Valley Evidence Based Instructional Strategies 

Strategy       Description 

Formative evaluation 

(Formative 

assessment) 

A type of systematic feedback based on intended learning outcomes 

 

Feedback 

 

Specific to where a student is in relation to his or her learning goal 

 

Spaced practice 

 

Students receive exposure to learning and opportunities for 

three to four exposures, usually over several days 

 

Metacognitive 

strategies 

 

Includes planning how to approach a given task, evaluating progress, 

and monitoring comprehension/skill acquisition 

 

Self- verbalization 

and Self-questioning 

 

Explaining one’s thinking, questioning one’s thinking 

Problem-solving 

teaching 

Defining or determining the cause of a problem, developing solutions 

 

 

Concept mapping 

 

Develop graphical representation of the concept being learned, 

organized by priorities and related ideas 

 

Cooperative learning Students work together to accomplish shared learning goals 

 

Mastery learning 

 

Providing clear explanations of what it means to “master” material 

being taught 

 

Worked examples Consist of a problem statement and steps to arriving at a solution; 

exposure to example, practice, application 

 

Goals Setting challenging yet reasonable data-based goals 

Questioning Questions that lead students to thoughtful and reflective answers to 

facilitate higher-order thinking 

 

Matching style of 

learning  

Determining students’ learning styles and matching learning 

activities to the styles 
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Collective Teacher Efficacy 

 Collective teacher efficacy is defined as 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 & Barr, 2004, p. 190).  Hattie’s 

(2016) continued analysis of the factors that influence student achievement has shown that 

collective efficacy has the greatest impact.  It is important for schools and districts to understand 

how to build collective teacher efficacy in order to harness this powerful belief.  Four sources 

have been identified to help shape collective teacher efficacy: mastery experiences, vicarious 

experiences, social persuasion, and affective states (Bandura, 1986; Goddard et al., 2004).  The 

first three sources have direct ties to instructional coaching. 

The most powerful of the four sources are mastery experiences.  Mastery experiences 

occur when teams “experience success (mastery) and attribute that success to causes within their 

control” (Donohoo, 2017, p. 8).  Instructional coaching could serve as a vehicle for helping 

individual teachers and teams have mastery experiences by learning new evidence based 

strategies, implementing the strategies, and reflecting on the results.  Mastery experiences can be 

cultivated as an instructional coach collaborates with teachers and teams during planning time 

and when modeling new instructional strategies. 

The second most powerful of the four sources are vicarious experiences.  Vicarious 

experiences occur when “educators observe success in an environment similar to their own” 

(Donohoo, 2017, p. 8).  These experiences may include classroom visits, watching video, and 

talking with colleagues.  Instructional coaching can provide a pathway for vicarious experiences 

by helping teachers and teams observe one another modeling or observe the coach modeling 

either in classrooms or via video.  Additionally, planning time may be used for colleagues to 
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discuss and debrief about the evidence based strategies they are learning to implement. 

Social persuasion can be a source of collective teacher efficacy “when groups are 

encouraged by credible and trustworthy persuaders” (Donohoo, 2017, p.8).  Instructional coaches 

may take on the role of credible and trustworthy persuaders as they develop positive 

relationships with staff when partnering in coaching cycles.  Credibility can be established when 

instructional coaches remain connected to students through a presence in the classroom as well 

as demonstrating their knowledge of evidence based strategies as learning leaders.  The selection 

of a coaching model can help ensure that the learning environment for staff builds collective 

teacher efficacy. 

Choosing a Coaching Model 

Choosing a coaching model is another important factor in implementing successful 

instructional coaching programs (Moody, 2019; Van Ostrand et al., 2020). Establishing clearly 

defined roles and responsibilities for all coaching participants is also a critical factor in ensuring 

the success of programs (Hanover Research, 2015). Model components may include whether 

engagement is voluntary, how personalized the coaching support is to teacher need, the level of 

active learning on the part of the teacher, and the duration and frequency of meetings (Van 

Ostrand et al., 2019). Tiered approaches can help prioritize coaching support based on lowest 

and highest need or the type of coaching needed such as facilitative, flexible, or intensive 

(Moody, 2019). A model needs to be selected and communicated for coaches to understand their 

role and for teachers to understand what the support resource is intended to do. 

The selection of a particular model can support the development of all aspects of an 

effective instructional coaching program. Through the lens of Anderson and Wallin’s (2018) 

findings, the selected model can ensure that instructional coaches build relationships, remain 
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connected to students, develop leadership skills, model for teachers, build in planning time, and 

remain focused on the goal. Additionally, the model can ensure that evidence based instructional 

strategies are a part of teacher professional learning while also providing quality indicators that 

can be used for future program evaluation and improvement. In order to implement a model 

effectively, professional development supporting implementation must be provided. 

Type of Professional Development: Focus on Coaching 

Teachers have access to professional development options such as independent study of 

materials, attending workshops, participating in book clubs, hearing keynote speakers, and 

coaching. However, the level of impact on each type of professional development may greatly 

vary depending on the specific training components built in (Joyce & Showers, 2002; Kraft et al., 

2018). A relationship exists between training outcomes such as knowledge, skill, and transfer 

and whether these are implemented with fidelity. Joyce and Showers (2002) explored this 

relationship and found that peer coaching was the most impactful approach to professional 

development, with 95% of participants achieving executive implementation when they engaged 

in peer coaching (p. 78). Peer coaching was deemed most effective when paired with other 

training components including study of theory, demonstrations or modeling, and practice (p. 77). 

A meta-analysis of causal evidence on the effect of teacher coaching conducted by Kraft 

et al. (2018) supported Joyce and Showers’(1996) findings that coaching impacts teacher 

implementation of instructional strategies. They estimate that the effect of coaching on a 

teacher’s instructional practice has a standard deviation of 0.49, with the effect size ranging from 

0.17 SD to 0.92 SD (p. 20). Additionally, their analysis “suggests that the quality and focus of 

coaching may be more important than the actual number of contact hours” (p. 23). In order to 

gauge the impact of a selected coaching model and professional development, the instructional 
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coaching program must be evaluated. 

Evaluating Coaching Programs 

Instructional coaching programs are difficult to evaluate. Guskey’s (2000) process of 

evaluating professional learning includes a measurement of the professional development 

experience such as a workshop paired with the ongoing, job-embedded forms of learning such as 

instructional coaching. Guskey identified problems related to conducting evaluations of 

professional learning: they are exceedingly shallow, exceedingly brief, and focus more on 

documentation rather than data collection. 

In the book Evaluating Instructional Coaching: People, Programs, and Partnership, 

Thomas et al. (2021) used Guskey’s ideas to explain why instructional coaching programs are 

difficult to evaluate because they focus on whether training was delivered and not the 

implementation. Evaluations are often tied to aspirational expectations such as standards or 

rubrics, and they may only consider current data points rather than trends over time. 

On a systems scale, coaching programs need a clear purpose so that coaches know where 

to focus their efforts and for teachers to understand the role of coaches (Goodwin, 2013). A clear 

purpose can also lay the groundwork for being able to evaluate a coaching program against its 

goals. Thomas et al. (2021) suggest four aspects to consider when preparing to evaluate a 

coaching program: use the standards and quality indicators, compare the standards and quality 

indicators to what coaches do, determine the data and evidence that demonstrate performance, 

and use the data to make judgments about performance and for future goals. The first aspect, use 

the standards and quality indicators, is representative of the overall goals of a coaching program. 

When selecting a coaching model to follow and purpose for the model, the standards and 

indicators would align to the coaching model selected. As an example, the standards suggested 
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for Knight’s model include The Seven Success Factors which are: Partnership Principles, The 

Impact Cycle, Data, Instructional Playbook, Communication Habits and Skills, Leadership, and 

System Support (Thomas et al. 2021, p. 97). Each of the Seven Success Factors are defined by a 

specific set of quality indicators directly related to Knight’s model (2007, 2018b). The literature 

review resulted in a wide range of information about instructional coaching including types of 

coaching and models, however there were gaps identified in the literature. 

Gaps in Literature on Coaching 

Evaluating coaching programs has been shown to be difficult as illustrated in this 

literature review on instructional coaching. Given this challenge, it is not surprising that one gap 

area is the study of the long-term impact of instructional coaching. The literature did not include 

any follow-up studies to explore how teacher instructional practices were impacted after 

coaching ceased. If coaches are truly building capacity, examining this aspect of practice would 

inform how strong the capacity is over the long term. Similarly, the literature did not indicate the 

impact of coaching after coaching ceased in the short term. It is unknown what the impact is 

once the coach and teacher are no longer working together. 

Conclusion 

Instructional coaching has a long history in education and proven to effectively change 

teacher practice. While many coaching models exist the literature points to six key factors that 

can be used to examine the effectiveness of an instructional coaching program. These factors 

include building relationships, remaining connected to students, developing leadership skills, 

modeling for teachers, building in planning time, and remaining focused on the goal. Other 

factors also influence the efficacy of instructional coaching such as the model used and how 

implementation is evaluated. There is lack of research to support the long-term impacts of 
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instructional coaching, however these factors can provide a framework for examining the 

effectiveness of an instructional coaching program. 
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Chapter Three: Methodology 

The methodology chapter explains how a qualitative approach was used to gather 

perspectives of instructional coaches, teachers, and principals regarding the presence of the six 

key factors of instructional coaching programs in the Aqua Valley School District. The selection 

process, recruitment, and demographics of each respondent type will be explained followed by a 

description of the data collection and analysis methods. Finally, the risks and benefits to each 

respondent type as well as the researcher will be discussed. 

Research Design Overview 

Program evaluation is a specific type of research that can help inform decision making 

about the studied program and similar programs. Patton (2008) describes a particular type of 

program evaluation; “Utilization focused program evaluation is evaluation done for and with 

specific intended primary users for specific, intended uses” (p. 39). Patton’s approach varies 

from typical social science methodologies in that information gathered may use data sources that 

are not research-oriented, such as program files. 

This study implemented a qualitative approach, which allowed for viewing the results as 

a whole while also gathering perspective based information about the presence of effective 

instructional coaching factors in Aqua Valley (Shank, 2006).  Data were collected using both 

fixed-choice and open-ended questions on a survey, then open-ended questions during semi-

structured interviews. The surveys for instructional coaches, teachers, and principals included 

similar questions to ensure the ability to triangulate data to identify findings and conclusions. 

Following survey administration and data analysis, semi-structured interview questions were 

developed in order to clarify the perspectives related to the six key components 
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of effective instructional coaching described by Anderson and Wallin (2018). Like the surveys, 

the interview questions for each respondent group were similar to allow for data triangulation. 

The purpose of using a mixed-methods approach was to allow for flexibility while also capturing 

the gradation in responses. 

The primary research question of this study was:  

• What are the key components of an effective instructional coaching program?  

The secondary research questions of this study were:  

• How do principals, teachers, and coaches perceive the characteristics of an 

effective instructional coach?  

• How do principals, teachers, and coaches perceive the characteristics of an 

effective instructional coaching program?  

• What professional development do coaches benefit from and why?  

The methodologies described above gathered information from each stakeholder group to answer 

these questions about the coaching program in Aqua Valley School District. 

Participants 

The participants in this study included employees in Aqua Valley School District. 

Specifically, I identified participants, including principals and teachers, who have partnered with 

instructional coaches between 2017 and 2020. This study utilized purposeful sampling, a 

nonprobability sample of participants selected based on characteristics of the particular 

population and the objective of the study (Patton, 2008). This methodology was applied because 

involvement in the Aqua Valley instructional coaching program is limited to a specific 

population. 

The instructional coaches and principals selected to participate were at that time 
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employed in that role in the district. The teachers selected to participate were documented as 

working with at least one instructional coach between 2017-2020. The documentation used to 

identify eligible teachers were logs maintained by each instructional coach. 

Instructional Coach Selection 

There were five instructional coaches that worked in Aqua Valley School District during 

the study and each coach agreed to participate. The gender and years of experience are detailed 

in Table 6. 

Table 6 

Instructional Coach Participant Demographics 

 Coach Grade Levels Years of 

Coaching 

Experience in 

District 

Total Years of 

Experience as a 

Coach 

Gender Impact Cycle 

Training with Dr. 

Jim Knight 

(2018b) 

#1  Preschool and 

Kindergarten 

5 5 female yes 

#2  1–5 6 6 female yes 

#3  1–5 1 3 male yes 

#4  6–8 7 7 female yes 

#5  6–8 3 5 female yes 

 

Teacher Selection 

Aqua Valley coaches were required to maintain a log of the staff they were working with.  

Each log included the same base components: teacher name, partnership start date, the goal of 

the partnership, and instructional strategy or skill the teacher is learning. As the previous 

program supervisor, I had access to the logs, which I utilized to conduct a document review to 
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identify teachers who have partnered with a coach in an Impact Cycle at any point over the last 

three years. The demographics of this group varied greatly in terms the years of experience, 

number of times working with an instructional coach, and the focus of the coaching partnership. 

Some Aqua Valley teachers worked with instructional coaches in a more consultative or 

collaborative role, and were not included in the study since they had not been formally coached. I 

used Patton’s (2008) purposeful sampling to select only those teachers that had partnered with a 

coach. Fifty-three teachers were invited to participate in the study; 19 completed the survey. 

Table 7 illustrates the demographics of the teacher respondents, including the number of years 

teaching in Aqua Valley, the number of years teaching in other districts, and the total number of 

years teaching. The teacher survey respondents have a mean of 8.3 years total working in Aqua 

Valley, a mean of 6.4 years of experience in districts other than Aqua Valley, and mean of 13.4 

years in total as a teacher. The gender and other demographic information of the teachers who 

participated are unknown since the survey was anonymous. 
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Table 7 

Demographics of Teachers in Aqua Valley 

 Teacher Number of Years 

Teaching in Aqua Valley 

Number of Years 

Teaching in Other 

Districts 

Total Years of Teaching 

Experience 

#1  17 0 17 

#2  1 2 3 

#3  20 8 28 

#4  16 4 20 

#5  2 8 10 

#6  7 0 7 

#7  3 2 5 

#8  19 4 23 

#9  4 0 4 

#10  1 9 10 

#11  4 7 11 

#12  20 0 20 

#13  13 0 13 

#14  4 19 23 

#15  3 16 19 

#16  16 3 19 

#17  2 12 14 

#18  3 0 3 

#19  3 3 6 
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Principal Selection 

The principals and coaches in Aqua Valley worked together in a variety of ways. The 

principals and coaches met on a regular basis, generally every two to three weeks. Topics 

included instructional trends in the school, progress toward school improvement and strategic 

plan goals, as well as plans for upcoming professional development. Coaches shared which 

teachers they were partnering with, the goals of the partnership, and the instructional strategy 

focus. Per confidentiality agreements with the teacher, the coach did not share the proficiency 

level of the teacher’s implementation of the new strategy with the principal. Coaches and 

principals also partnered to engage staff in professional development, which included book 

clubs, learning new instructional strategies through direct instruction and guided practice, and 

reviewing data. Principals and coaches also collaborated on building level data teams and district 

level teams focused on academics and social emotional learning. The demographics of the 

principals are detailed in Table 8. 

Table 8 

Principal Participant Demographics 

Principal Grade Levels Years of 

Administrative 

Experience in 

District 

Total Years of 

Experience as a 

Principal 

Gender Meets Regularly 

with Instructional 

Coaches 

#1 Preschool and 

Kindergarten 

1 5 female yes 

#2 1–5 7 3 female yes 

#3 6–8 7 2 female yes 

 

Recruitment 

Participants were recruited via my National Louis University email account utilizing the 
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letter included in Appendix E. The email opened with a familiar greeting since I knew the 

recipients and provided an attached letter to print and sign as consent to participate. The contents 

of the letter were used as the body of the email. The greeting of the email and the letter explained 

that participation was completely voluntary. 

Data Collection 

Data were gathered from the participants via an online Google Form survey. The survey 

was titled “Effective Instructional Coaching: What does it mean to you?” to indicate the overall 

topic of the survey (Patten, 2001). The survey was composed of open ended questions which 

allowed the evaluator “…to capture what a program experience means to participants in their 

own words” (Patton, 2008, p. 434).  Following the demographic questions, the first two open 

ended questions specific to instructional coaching were identical for each respondent group. The 

coaches then answered an additional six questions specific to their role such as “Aside from 

informally checking in, what are other ways to support continued implementation after the 

coaching cycle is over?” The principals answered an additional five questions specific to their 

role and experience working with coaches such as “What should a partnership between a coach 

and principal look like?” The teachers answered an additional five questions specific to their role 

and experience working with coaches such as “What impact did working with an instructional 

coach have on your professional practice?” 

The Google Form survey was set so that it did not collect respondent emails, so that 

respondents were able to submit only one set of answers, and that each question required an 

answer. See Appendix B for the specific survey questions. The survey questions were designed 

to gather specific information about the perspectives on the components of an effective 

instructional coaching program. 



66  

Data Analysis 

One benefit of using the online Google Form to administer the survey was that it 

automatically created a Google Sheet with all fixed and open-ended responses. The Google Sheet 

provided qualitative data used to code responses, which allowed for separating and sorting the 

information (James et al., 2008). To allow for more in-depth analysis I printed the data into hard 

copy, then used two specific coding approaches which were completed by hand: selective coding 

and tally locations. Selective coding is the use of themes to identify and sort according to 

preselected categories (James et al., 2008). The themes I used were aligned to the literature 

review findings identifying the most important components of an instructional coaching 

program: building relationships, remaining connected to students, developing leadership skills, 

modeling for teachers, building in plan time, and remaining focused on the goal. Tallying 

locations is noting which type of respondent was coded as having a response that aligned with a 

predetermined theme; in the case of my research, the types of respondents were instructional 

coaches, teachers, and principals (James et al., 2008).  

Once I had both the coded narrative data, I used the information from the survey 

questions that were the same for each respondent to create a contingency table. A contingency 

table allowed for the analysis of a relationship between multiple variables (Carroll & Carroll, 

2002). Contingency tables were developed for each of the three participant types in order to 

analyze responses about effective instructional coaching programs and coaches aligned to 

Anderson and Wallin’s (2018) six factors.  Components of the participant group contingency 

tables are presented in Chapter Four.  Anticipated variables included organization, 

communication, knowledge of instructional strategies, knowledge of coaching program model, 

and efficiency. I reviewed the table along with the other data to identify trends and refined my 
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proposed Google Meets interview questions. Interview questions two, three, and four were the 

same for each type of participant so that I could more easily triangulate the data to answer my 

research questions (Patton, 2008). 

Instructional coaches, teachers, and principals had the option to consent to the semi-

structured interview via the Google Form survey. The last survey question asked whether 

participants were interested in the follow-up interview. If the participant was interested, he or she 

would indicate interest on a separate Google Form survey. See Appendix C for the interview 

survey. The follow-up semi-structured interview questions were developed based on the results 

of the Google Form survey. See Appendix D for the interview questions. The interviews took 

place via Google Meet. During the interview, I occasionally asked clarifying or follow-up 

questions in response to what interviewees share making the interviews semi-structured. 

The survey was administered in April and May of 2020, and the interviews took place in 

January and February of 2021 via Google Meet. The time that lapsed between the survey and 

interviews allowed me to carefully analyze the survey data and refine the interview questions.  It 

is important to note that during this time frame, the COVID-19 global pandemic began and 

surged on. While this did not impact the participation in the survey, the current conditions of 

instructional coaching in Aqua Valley looked different than it had during the survey. For 

example, one instructional coaching position was unfilled due to a coach accepting a position in 

another district and the instructional coaches who remained in Aqua Valley were tasked with 

filling maternity leaves. Full time placement into classrooms reduced the amount of time that 

instructional coaches were able to partner with teachers at the time of the interviews. Interview 

participants were prompted to reflect on pre-pandemic coaching experiences when answer the 

questions. 
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Fourteen of the nineteen survey respondents agreed to be interviewed. Of the fourteen, 

interviews were completed with 12 individuals: two principals, five instructional coaches, and 

five teachers. I did not interview them in any particular order but rather based on when 

participants were available so as to not cause any inconvenience. Each semi-structured interview 

took place as a Google Meet and was recorded using this application. All participants agreed to 

be recorded, so I did not need to offer the option to turn off the video camera so that the 

interview would be similar to a phone call in that it would solely be audio. The audio captured 

from the video was transcribed using Rev.com. Once the transcriptions were created, I repeated 

the process of using codes aligned with Anderson and Wallin’s six factors for effective 

instructional coaching, then marked text that aligned with the codes using a highlighter and 

tallied locations by writing the respondent type at the top of the page. Trends were then 

identified in the interview data and then cross referenced with the results of the survey, such as 

the frequency of responses about building relationships or remaining connected to students. 

The Google account used to generate the Google Form survey and Google Sheet with 

results was my personal account so that the data were stored in a password-protected Google 

Drive file online. Similarly, the video files from the Google Meet interviews were saved to my 

personal password-protected Google Drive and the transcriptions were saved in the Rev 

password-protected files. At the conclusion of this study all of the files were permanently 

deleted. 

Risks and Benefits 

There are several ethical elements that were helpful for reflecting on how I might have 

caused harm, discomfort, or embarrassment during my research and in the findings (James et al., 

2008, pp. 28–29). My research focused on determining the effectiveness of the instructional 
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coaching program I created and oversaw. As part of overseeing the program, I formally 

evaluated each instructional coach. The outcomes of the research had the potential to cause 

individuals, the team, or myself discomfort if the research were to show that the program is 

ineffective or that a specific individual on the team is ineffective. Some respondents may have 

withheld feedback knowing my involvement in the program development and implementation.  

To protect the anonymity of all participants and mitigate potential harm, the last survey 

question asked whether participants are interested in the follow-up interview. If the participant 

was interested, he or she would indicate that on a separate Google Form survey. See Appendix 

C for the interview survey. The separate Google Form distinguished the survey data from the 

participant names of those who were willing to be interviewed via Google Meet. Additionally, 

survey participants who chose not to engage in the Google Meet interviews were not subject to 

repercussions. This protection is indicated in the interview survey included in Appendix C. 

I mitigated the potential harm through the limited demographic data I gathered via the 

survey. For example, I did not ask which school a respondent works in or which grade levels he 

or she worked with. While this may make the data less actionable at the school level, it protects 

the specific coaches and teachers reported out on. I did not ask the teacher respondents which 

grade level or subject they taught to further protect their identity, as was explained in the letter to 

potential participants and evidenced in the survey itself. 

Instructional Coaches 

My goal was to examine the extent to which the components of an effective instructional 

coaching program are present in Aqua Valley through the perspectives of the instructional coach, 

teacher, and principal. It was not meant to target individual coaches; I was, therefore, cautious 

about how I collected the data. The survey demographics did not ask for any identifying data 
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such as the respondent’s name, which school building participants worked in, or which grade 

levels they worked with. These measures ensured that the respondent’s identity was protected. 

Interview participants were assigned pseudonyms to protect their identity. I directed teachers 

and principals to avoid using any one coach’s name on the survey as well as the Google Meet 

interviews. When participants mistakenly said a coach’s name during the interview, I replaced it 

in the transcripts using the numbers in Table 3 as pseudonyms. 

The survey and interview data may have revealed information that could potentially be 

harmful to the instructional coaches.  It may have indicated which coaches were high performing 

or viewed as impactful while identifying those who were lower performing or less impactful. 

The measures to protect respondent identity via limited identifying information and pseudonyms 

limited this harm by stopping the ability to link any given comment or response back to a 

specific coach. Additionally, the data were aggregated, making the ability to trace specific items 

back to the individual respondents impossible. 

As of July 1, 2020, I was no longer an employee in Aqua Valley and therefore did not 

oversee the program or supervise the instructional coaches who participated in the research. 

Evaluations for the 2019–2020 school year were complete so there was no opportunity to use the 

research findings as a part of an employee’s evaluation. The Google Meet interviews took place 

in January and February of 2021, at which time I was no longer employed in Aqua Valley School 

District. Following the Google Meet interviews, instructional coaches had the opportunity to 

review their transcripts to elaborate on or clarify their statements. 

Teachers 

The Aqua Valley instructional coaching program was designed to protect the 

confidentiality of the teacher and coach partnership. While administrators, including those who 
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evaluate teachers, may have known who is working with a coach with high-level details such as 

the goal and instructional strategy, the specific progress was kept between the coach and teacher. 

The purpose of coaching is to support student learning and growth through a change in teacher 

practice. I used the anonymous survey results and numerical pseudonyms to accurately measure 

the change in teacher practice while protecting confidentiality. 

Principals did not use any of the research data I gathered as a part of an individual’s 

formal evaluation. The use of pseudonyms also protected the identity of the teachers. Patton 

(2008) would describe my role as an “internal evaluator” (p. 220). This required a redefinition of 

my position when I was in the role of researcher. I evaluated the instructional coaching program; 

I did not evaluate staff. 

Researcher 

I recognize that I have biases as the creator of the program I am evaluating. To mitigate 

the impact of my biases, I maintained a neutral stance during the Google Meet interviews. When 

I asked a clarifying question regarding a response, I did not insert my own perspective by using 

low-inference paraphrasing (Carspecken, 1996). As I reviewed the survey results and interview 

transcriptions, I made note of my biases and potential impact on myself to raise my own 

awareness and mitigate harm by reframing my own thinking in more neutral territory. 

Conclusion 

This chapter explained the methodology for this research. The purpose of this evaluation 

was to determine the instructional coach, teacher, and principal perspectives on the presence of 

key components of effective instructional coaching programs in the Aqua Valley School District. 

Perspectives are measured through a survey with follow-up semi-structured interviews. The 

section above contains detailed information about using Patton’s utilization focused evaluation 
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framework, how the study participants were identified and ethically treated, an overview of the 

methodology, and how these data were collected and analyzed. The next chapter presents the 

results of the surveys and semi-structured interviews using the framework of the key components 

of instructional coaching: building relationships, remaining connected to students, developing 

leadership skills, modeling for teachers, building in plan time, and remaining focused on the 

goal. 
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Chapter Four: Results 

The purpose of this evaluation was to examine the extent to which the key components of 

effective instructional coaching practices were evident in Aqua Valley. Specifically, I explored 

the following questions: 

Primary Research Question 

• To what extent are the key components of an effective instructional coaching program 

evident in the Aqua Valley School District? 

Secondary Research Questions 

● How do principals, teachers, and coaches perceive the characteristics of an 

effective instructional coach? 

● How do principals, teachers, and coaches perceive the characteristics of an 

effective instructional coaching program? 

● What professional development do coaches benefit from and why? 

An effective coach promotes building teacher capacity for delivering impactful 

instruction (Anderson & Wallin, 2018). The framework used to identify emerging themes and 

findings were based on Anderson and Wallin’s (2018) six tips to help coaches ensure their 

program is effective: build relationships, remain connected to students, develop leadership skills, 

model for teachers, build in planning time, and remain focused on the goal. Table 5 outlines how 

Anderson and Wallin defined each of the six characteristics. 

This section describes the data collection approach, which involved a survey 

administered via Google Forms followed by semi-structured interviews of instructional coaches, 

teachers, and principals. The survey was administered first, and the data collected were analyzed 

to determine the presence of the six key components of an effective instructional coaching 
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program. Of the six components identified in Anderson and Wallin’s (2018) framework, four 

were not selected or identified as key factors in either survey or interview responses. These 

components were as follows: 

1. Remain connected to students 

 

2. Developing leadership skills 

 

3. Build in plan time 

 

4. Remaining focused on the goal 

 

The survey analysis was used to develop the semi-structured interview questions to 

determine perspectives on the four factors that were not evident in the initial data collection and 

to conduct a more in-depth examination of the perspectives of the three respondent groups. The 

survey data and interview findings will be developed in the next section, using Anderson and 

Wallin’s (2018) framework and Wagner et al. (2006) 4 C’s framework. As this study was a 

program review, the 4 C’s framework was utilized to identify strengths and areas for 

improvement within the current conditions of Aqua Valley’s instructional coaching program. 

In the book “Change Leadership: A Practical Guide to Transforming Schools,” the 

authors describe the 4 C’s, a four-part framework for leaders to consider when examining the 

need for change (Wagner et al., 2006). The 4 C’s include context, culture, conditions, and 

competencies. Context serves as the framework’s foundation and entails features such as 

systems, skill demands, and expectations on stakeholders, including administration, teaching 

staff, and students. The remaining Cs—culture, conditions, and competencies—take place within 

the context. Culture refers to the shared values, beliefs, assumptions, and relationships within the 

organization. Conditions were as follows: 

● The resources available such as how time is used 
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● Learning spaces 

 

● Physical resources such as curricular materials 

 

● Funding 

 

The final C—competencies—refers to the skills and knowledge members of the 

organization use to influence the work. The 4 C’s are used to examine change in two ways: “As 

Is,” meaning what the current reality is and “To Be,” which describes what the ideal reality 

would appear as due to the change. In this section, the framework provides a structure to analyze 

the data. 

Context 

Wagner et al. (2006) explain that “We need to understand all this contextual information 

to help inform and shape the work we do to transform our schools and districts’ culture, 

conditions, and competencies. And we may, in turn, need to influence the elements of the context 

in which we work, as well” (p. 104). Context is the foundation of the 4 C’s framework. Without 

critical information about the social, historical, and economic contexts, it is difficult to plan for 

impactful change and see a clear picture of the ideal outcome. 

Before the 2013–2014 school year, some staff members were allocated as “coaches” but 

functioned more like consultants to colleagues or provided direct service to students. The 

superintendent noticed a trend in the township of schools adding coaching positions and 

presumed this may be a resource that could benefit staff in Aqua Valley, however the coaching 

program’s role and purpose were not clearly defined. There were several types of coaches: 

instructional technology, literacy, and differentiation. Staff in these roles were unsure of the 

expectations and ended up providing whatever support was needed at the moment, such as direct 
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service to students, assessing students, and sometimes serving as a classroom teacher substitute 

when needed. The administrators supervising the coaches used evaluation rubrics suited for staff 

who typically provide direct service to students, which further confused the expectations and role 

of an instructional coach. 

The creation of the Department of Curriculum, Instruction, and Assessment during the 

2013–2014 school year allowed for a change in the Aqua Valley School District coaching 

program. The instructional coaching program officially became a part of the department and was 

coordinated by one district administrator who attended extensive training in Knight’s coaching 

model. Teachers and other staff who worked directly with students had the option to engage in 

voluntary coaching partnerships. The coaches used Dr. Jim Knight’s (2018b) “The Impact 

Cycle,” which served to define roles and clarify the purpose of coaching in the Aqua Valley 

School District. Coaching titles and partnerships focused on a particular content area or 

instructional strategy, such as literacy or differentiation. The titles shifted to instructional coach 

with a partnership focus on instructional strategies. The five school-based, full-time instructional 

coaches engaged teachers and teams in coaching cycles and facilitated building level and district- 

wide professional development. 

The focus of most partnerships and professional development became developing 

evidence based instructional strategies, which was a priority in the district strategic plan. The aim 

was to support teachers in developing and demonstrating the instructional based strategies, which 

would be included in their formal observations and annual evaluations. Evidence based 

instructional strategies are “effective educational strategies supported by evidence and research” 

(No Child Left Behind Act, 2002). Staff were provided a list of 14 strategies to help guide their 

professional learning experiences and their instructional planning. This list of strategies which 
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included formative evaluation, cooperative learning, student goal setting, metacognitive 

strategies, work examples, and mastery learning—provided options for teachers to select a 

strategy or strategies that aligned with their goal for instructional improvement. Prior to the 

strategic plan goal to implement the list of 14 evidence based strategies, the emphasis was on 

selecting priority standards and aligned units of study rather than instruction. 

In the first few years following the introduction of a structured instructional coaching 

program, some of the staff members who teach early childhood grades presumed that coaches 

would provide direct service to high-achieving students. The presumption about providing direct 

instruction was following the deployment of differentiation instructional coaches in response to a 

study of supporting advanced learners in early childhood. Members of the study committee 

believed that the differentiation instructional coaches would pull high-achieving students to 

provide small group instruction in reading and mathematics. Some kindergarten teachers 

continued to express the desire to have the instructional coach provide direct service to students 

even though it is not a part of the instructional coaching program. The instructional coaching 

program was not intended to provide direct service to students over time, rather it was intended 

to build instructional capacity in teachers. 

Culture 

The culture lens of the 4 C’s framework described by Wagner et al. (2006) emphasizes 

the role of thoughts and behaviors of the stakeholder groups, including teachers and 

administrators. The nature of the relationships and mindset about teaching and learning can 

provide a smooth pathway to change or cause significant disruptions to the process. Customs of 

collaboration and decision making are also components of culture that can impact change. 

Adding to the complexity, culture may vary significantly from district to district and among 
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schools. 

The Aqua Valley School District teachers, instructional coaches, and administrators had a 

shared belief in using evidence based instructional strategies. The district strategic plan and 

teacher evaluation plan was developed by actualizing input provided by teachers and 

administrators, both of which included prioritizing evidence based instructional strategies. Staff 

were provided resources to support the implementation of both plans, including a list of 14 

specific strategies such as formative assessment, student goal setting, metacognition, and 

cooperative learning.  In partnership with the Department of Curriculum, Instruction, and 

Assessment, the district academics committee selected which of the strategies from the list would 

be an area of focus for professional learning. The process of developing the plans and 

implementing them, such as the work of the Aqua Valley academics committee, was driven by 

collaboration between and shared beliefs among the teachers and administrators. 

Aqua Valley utilized Danielson’ (2013) evaluation framework in which domain 2 

outlines expectations for the environment where teaching and learning occur. The new coaching 

model emphasized the value of trust in these partnerships, and held the belief that teacher/coach 

relationships should be based in trust and rapport, and coaches must actively create an 

environment for that to flourish. 

The Aqua Valley School District instructional coaches attended several professional 

development sessions on the Partnership Principles and related skills while concurrently having 

the opportunity to practice them during role-plays in instructional coach team meetings. At the 

same time, the director of curriculum and instruction established ground rules for what building 

administrators and instructional coaches could freely discuss and what was confidential. 

Instructional coaches shared which teachers they were working with, the goal of the coaching 
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partnership and strategy the teacher was learning, and the start and end dates of the coaching 

partnership. Information shared with principals was not used to evaluate staff, bolstering the trust 

required for teachers to be vulnerable and honest with coaches. 

Building relationships with colleagues and clear confidentiality guidelines helped build 

trust between teachers and instructional coaches. This trust was essential to ensure that teachers 

felt safe to take risks related to their professional learning and growth as a part of an instructional 

coaching cycle. Anderson and Wallin (2018) identified the role of relationships, describing them 

as “...the most important strategy to achieving success…” in a coaching program (p. 56).  

Building relationships was also a strong theme in the perspectives of instructional coaches, 

teachers, and principals who participated in this study. 

The district placed a high value on professional learning by providing ample time and 

funding for it to occur on-site during weekly, ninety-minute faculty meetings, committing all the 

Title II funds toward paying for offsite and virtual professional development. Some school staff 

appeared to be more invested in professional learning than others based on participation in 

optional opportunities such as instructional coaching partnerships. Each instructional coach was 

required to maintain a log of the staff engaged in cycles. The document review of the logs helped 

identify participants for the study, and also reveal engagement levels in the three schools. The 

level of engagement was significant because the logs are the primary source of data directly 

related to the instructional coaching program in Aqua Valley. A document review of coaching 

logs and the results of the yearly Aqua Valley District professional development survey showed 

the engagement in instructional coaching, as evidenced in Table 9. 
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Table 9 

Teacher Levels of Engagement in Coaching 

 

School Approximate Percentage of Teachers Referenced in Coaching Logs 

 

#1 80% 

#2 35% 

#3 20% 

 

 

The log review revealed a distinct difference in engagement between the three schools. 

There may have been several reasons for the difference, one being that the culture of School #1 

embraced coaching and included opportunities to participate in professional development. The 

staff in School #1 were invited to voluntarily participate in sessions that were held before school, 

after school, at lunch, or during plan periods. The books examined in the book studies were 

Kagan Cooperative Learning (Kagan and Kagan, 2009) and Making Thinking Visible (Ritchhart, 

et al., 2011). This may explain the higher percentage of teachers referenced in the coaching logs 

in comparison to schools #2 and #3. 

Conditions 

Conditions refer to the availability and use of time, space, and resources in a particular 

setting (Wagner et al., 2006). To add another dimension, conditions are considered through 

multiple lenses, such as students and adults and teaching and learning. Often, with change comes 

the need to reallocate or re-imagine concrete conditions. The need for adjusting conditions is 

discussed in the findings as a theme that emerged from the survey and interview results. 

Conditions in Aqua Valley that existed included ample meeting time, flexible scheduling, and a 
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well-defined set of expectations. 

The conditions in Aqua Valley included a significant amount of time in meetings for 

instructional coaches, including coaching team meetings, sessions with building administration, 

teacher team meetings, district committee meetings, and evaluation meetings. Teacher team 

business and curriculum meetings frequently included lesson planning and strategy selection but 

did not typically review student assessment data or collaboration around instructional practices. 

These meetings were scheduled in addition to the Impact Cycle meetings between coaches and 

teachers. 

Instructional coaches had very flexible schedules that allowed them to meet with various 

teachers during times most convenient for the teachers. Each instructional coach had a 

YouCanBookMe.com website which enabled teachers to book appointments easily. After 

selecting an available date and time from the calendar page, the teacher completed a booking 

form that asked custom questions such as the purpose of the meeting with the instructional coach 

and intended outcomes. Once an appointment was successfully booked, the teacher, instructional 

coach, and director of curriculum, instruction, and assessment each received an email 

notification, and the data was added to Google Calendar. 

The expectations for the instructional coaches and the program were well defined, 

particularly through the instructional coaching evaluation rubric and required coaching logs. 

Each school year began with a presentation during institute days reviewing the purpose of the 

program, evidence based instructional strategies of focus, and instructions on how to book time 

with instructional coaches. The purpose of the presentation was to ensure staff clarity around the 

purpose of the instructional coaching program, how to access coaches, and to inform teachers on 

the value and merits of partnering with a coach. Throughout the year, at subsequent institute days 
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and staff meetings, instructional coaches facilitated quick refreshers on specific aspects of 

the program, and utilized the time to model evidence based instructional strategies for all 

teachers. 

Competencies 

Competencies are the final C in the framework described by Wagner et al. (2006). 

Competencies include a variety of skill and knowledge opportunities and structures for the adults 

in the organization. Adults serve in a variety of roles in a school district. Some call for adults to 

share competencies in a system of skills and structures, while others require holding specialized, 

role-specific competencies. The competency levels of each individual and the collective can 

influence how quickly change may occur and the need for skill development, therefore it was 

necessary to provide the coaches with ongoing, rigorous training. 

The instructional coaches were trained directly in the Impact Cycle from Dr. Jim Knight 

(2014). Two instructional coaches completed his Instructional Coaching Certification program, 

which was comparable to National Board Certification in its expectations and rigor. Each 

instructional coach regularly engaged in on-site professional learning through book studies, 

video learning teams, and role-plays. Additionally, each instructional coach met regularly with 

the director of curriculum, instruction, and assessment to review current coaching partnerships 

and progress toward individualized professional goals. Examples of these goals included the 

following: 

● Questioning 

 

● Setting a clear and measurable goal 

 

● Using checklists to guide implementation of evidence based strategies 

 

Not all instructional coaches regularly engaged in Impact Cycles. Logs entries and 
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discussions during team meetings revealed that some coaches consulted or informally supported 

teachers rather than engaged in a formal Impact Cycle. Teachers misconceptions about the 

program lead them to believe that pairing with a coach would mean additional for work them, 

rather than an opportunity to gain new skills or knowledge. 

Teachers and instructional coaches regularly attended professional learning events on 

evidence based instructional strategies. The purpose was to allow time during and after the 

professional development for teachers and instructional coaches to work together to understand 

the newly learned strategy, implement it in the classroom, and reflect on its impact. There were 

varying levels of participation in this process. Some teachers chose to attend the professional 

learning events, while others did not. Of the teachers who decided to attend, not all of them 

implemented the newly learned instructional strategies. See Appendix F for the “As-Is” figure. 

Findings 

This section outlines the results of the study aligned to the research questions and is 

organized by themes that emerged from instructional coaches, teachers, and principals in each of 

the six key components. Specifically, the themes of building relationships appeared within coach 

and teacher responses, the theme of modeling appeared in teacher and principal responses, and 

the theme of leadership appeared in coach responses. The remaining components of connected to 

students, building in plan time, and goals did not have a strong presence in the data collected. 

The findings were analyzed through the 4 C’s framework for leadership (Wagner et al., 2006). 

The goal is that the outcomes could help other school districts increase resources such as time 

and funding allocated toward effectively implementing instructional coaching programs. 

Summary of Findings 

Through the survey and semi-structured interviews with instructional coaches, teachers, and 
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principals, I determined the extent to which the key components of effective instructional 

coaching practices as described in the literature review were evident in the Aqua Valley School 

District. The research participants included the following: 

● Teachers who had worked with an instructional coach at least once over three years 

 

● Principals who had instructional coaches assigned to work in their buildings 

 

● Instructional coaches 

 

The results below are organized by the participant type aligned to Anderson and Wallin’s 

(2018) six key components through the lens of instructional coaching programs and 

characteristics of instructional coaches.  The key components include building relationships, 

remaining connected to students, developing leadership skills, modeling for teachers, building in 

plan time, and remaining focused on the goal. This structure illustrates and identifies similarities 

and differences between participant responses. This approach allowed for the identification of 

themes, including the presence of each of the six key components in the perspectives shared by 

each type of respondent in both the surveys and semi-structured interviews. 

Instructional Coach Responses 

All five of Aqua Valley’s instructional coaches participated in both the anonymous 

survey and semi-structured interview, therefore, the data included perspectives from every 

member of the instructional coaching team. The full participation of the team resulted in data that 

reflect an inclusive perspective regarding the presence of the key components in the instructional 

coaching program. Themes that emerged from surveys conducted with instructional coaches 

indicated that building relationships and developing leadership skills were highly valued, while 

remaining connected to students, modeling for teachers, planning time with teachers, and 

remaining focused on a goal were not prevalent but were explored in depth during the semi-
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structured interview. 

Build Relationships 

Impactful instructional coaching involves building strong relationships between coaches 

and teachers (Knight, 2018b; Aguilar, 2016). An average of 40% of the coach responses 

identified building relationships as a key component of effective coaching programs via the 

survey as illustrated in Table 10. 

Table 10 

Effective Coaching Program- Instructional Coach Survey Responses- Build Relationships 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 

Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

40% 

 

60% 

 

40% 

 

0% 

 

20% 

 

40% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

40% 

 

0% 

 

40% 

 

60% 

 

0% 

 

0% 

 

Respondents used descriptors such as “listener,” “supportive,” and “encouraging.” One 

respondent described the role of relationships: “An effective coaching program is voluntary and 

built upon a solid foundation of building relationships. Once the coach develops a relationship 

with teachers, the true work can begin.” 

Instructional coaches elaborated on the importance of relationships during the semi-

structured interviews. Their points included: 
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● “A trusting relationship between the coach and the client (is needed), if the goal is to 

improve instruction.” 

● “Relationship building (as a part of planning meetings) you’ve got to touch base, make 

sure you are partners. I say that in particular, because, even pre-pandemic, you have to 

build the relationship. So the first few minutes of my meetings are always touching 

base. How are your class kids? How are your home kids?” 

Building a relationship is the foundation of a meaningful and productive partnership between an 

instructional coach and teacher. 

Remain Connected to Students 

If the overall goal of instructional coaching is to positively impact students through 

changing teacher practice, it is important for the instructional coach to have a direct connection 

to the students (Sweeney, 2011). The theme of connection to students was consistent in the 

interviews with coaches; this theme was, however, inconsistent in the survey results as the 

majority of participants did not include mention of students in their responses. Interview 

responses related to connecting with students ranged from informal contacts in the hallways, 

relationships with individual students formed through after-school club partnerships, and 

significant time spent in the classroom during instruction. 

When asked about the key components, or parts, of an effective coaching program, 60% 

of respondents identified remaining connected to students. However, when asked about the 

characteristics, or attributes, of an effective coach during the survey, none of the coaches 

mentioned remaining connected to students as a relevant characteristic as illustrated in Table 11. 
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Table 11 

Effective Coaching Program- Instructional Coach Responses- Connected to Students 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 

Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

40% 

 

60% 

 

40% 

 

0% 

 

20% 

 

40% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

40% 

 

0% 

 

40% 

 

60% 

 

0% 

 

0% 

 

Examples shared by instructional coaches during the interview include: 

● “Well, I know personally for me, staying connected is getting involved in 

extracurricular activities, coaching, and after-school activities. Within the school day, I 

think it’s important for coaches and teachers and admin to be out in the halls and 

greeting students, trying to get to know their names, trying to build that same 

community that you would build in a classroom.” 

● “Doing the observations in the classroom, as well as if the teacher is comfortable 

modeling the strategies that the teacher and the coach have chosen (are) probably the 

most effective way to stay connected to the students is to be in the classroom. If the goal 

has to do with what the student’s perspective is, it would be a good data point to collect, 

to help us reach a goal. Then the coach could be the one to survey the students.” 
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Develop Leadership Skills 

According to Anderson and Wallin (2018), instructional coaches are teacher leaders. The 

instructional coaches described their leadership role on a larger scale, such as having the 

knowledge and skills needed to support district initiatives and engaging in planning meetings 

with principals. Others described leadership as leading building-wide professional development 

and following up by attending team meetings to support implementation. Another leadership role 

identified was membership on school committees such as data teams and district committees that 

focus on academics, instructional technology, and equity. 

Table 12 shows an average of 40% of instructional coach responses identified the 

importance of developing leadership skills as both an important component of an effective 

coaching program, and as an important characteristics of an effective instructional coach. 

Table 12 

Effective Coaching Program- Instructional Coach Responses- Develop Leadership Skills 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 

Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

40% 

 

60% 

 

40% 

 

0% 

 

20% 

 

40% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

40% 

 

0% 

 

40% 

 

60% 

 

0% 

 

0% 

 

During the semi-structured interviews, one participant summarized the following perspectives on 

leadership: 
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“If you’re on or running district leadership teams, I think it has helped, at least in my position of 

having people see me as a leader who can help them, help us work toward any strategic plan 

goals, create agendas. I feel like it allows teachers to see a coach as somebody who maybe has a 

little deeper knowledge on things that they may not be focused on because they’re so focused on 

what’s happening in the classroom. So, coaches understand the bigger picture or the systems 

view.” 

Instructional coaches perceive themselves as leaders that help make the connection between 

district and school initiative and the act of teaching and learning in the classroom. 

Modeling for Teachers 

Modeling involves an instructional coach demonstrating how to implement an 

instructional strategy, whether during a live class with students present or role-playing with 

teachers. Table 13 shows that 60% of the instructional coach survey responses identified 

modeling as a characteristic of an effective instructional coach. 
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Table 13 

Effective Coaching Program- Instructional Coach Responses- Modeling for Teachers 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 
Remain 

Connected to 

Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused on 

the Goal 

What do you see as the 

key components of an 

effective coaching 

program? 

 

40% 

 

60% 

 

40% 

 

0% 

 

20% 

 

40% 

What are the 

characteristics of an 

effective instructional 

coach? 

 

40% 

 

0% 

 

40% 

 

60% 

 

0% 

 

0% 

 

However, during the semi-structured interviews coaches indicated that modeling should 

only be part of a coaching cycle if the teacher requests it. The instructional coaches presumed 

that teachers could learn strategies by talking through how the strategies work or by using 

checklists during planning meetings. One coach explained “If a coach is going to model, they 

should give the teacher the checklist that the coach and the client (teacher) have come up with 

the steps that they've determined or how they're going to implement this strategy so that it has the 

impact on the kids.” 

60% of the instructional coaches identified modeling as a characteristic of a coach, while 

0% identified it as a part of an instructional coaching program. This could be attributed to the 

semi-structured interview responses indicating that that coaches believe teachers should choose 

if and when modeling occurs.  Plan time may be used to determine when modeling would be 

most helpful. 

Build in Plan Time 

Table 14 shows that 0% of instructional coaches identified plan time as a coach 
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characteristic while 20% identified it as a part of an effective coaching program. This 

discrepancy could be attributed to plan time itself not being a characteristic. 

Table 14 

Effective Coaching Program- Instructional Coach Responses- Plan Time 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 
Remain 

Connected to 

Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused on 

the Goal 

What do you see as the 

key components of an 

effective coaching 

program? 

 

40% 

 

60% 

 

40% 

 

0% 

 

20% 

 

40% 

What are the 

characteristics of an 

effective instructional 

coach? 

 

40% 

 

0% 

 

40% 

 

60% 

 

0% 

 

0% 

 

When asked about planning time in the semi-structured interview, each coach explained the 

value of planning time with teachers: 

● “I think planning time is very necessary. I think sufficient planning time is always 

needed because so much of coaching is a process. And so really getting that time in, not 

only a healthy amount of planning time, but also a consistent amount. So, setting up 

something where you meet every week.” 

● “I think it’s very important for the teacher and the coach to have time to plan. The 

reason I say that is because otherwise it can become the coach doing the planning and 

then the teacher implementing. But I think it’s really important for teacher and coach to 

talk together, to come up with a goal. And part of that time is (used) for looking at the 

data and then deciding on, based on that, what the goal would be. Without that plan 

time, it’s the coach or the teacher coming up with that in isolation. And that is not a 
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partnership.” 

● “If they’ve (teacher) set a goal and if they have taken data, that (plan time) provides the 

time to reflect on the video or reflect on the data and to reassess where they are with the 

goal and then alter the plans or create new plans for where they’re going to go to, to try 

to meet those goals.” 

While only 20% of the instructional coaches identified plan time on the survey, when asked 

about the use of plan time during the semi-structured interviews the coaches described its 

importance in an effective coaching partnership.  Plan time can be used to identify the goal of the 

coaching partnership. 

Remain Focused on the Goal 

Table 15 shows that 40% of the instructional coaches who responded to the survey 

identified goals as a key component of a program, while none identified goals as a coach 

characteristic. 
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Table 15 

Effective Coaching Program- Instructional Coach Responses- Focused on Goal 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 
Remain 

Connected to 

Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused on 

the Goal 

What do you see as the 

key components of an 

effective coaching 

program? 

 

40% 

 

60% 

 

40% 

 

0% 

 

20% 

 

40% 

What are the 

characteristics of an 

effective instructional 

coach? 

 

40% 

 

0% 

 

40% 

 

60% 

 

0% 

 

0% 

 

The semi-structured interviews revealed that coaches believe in the importance of having 

a collaboratively developed goal for the coaching partnership. 

● “It’s essential in a coaching cycle. The coach should help collect data, to make 

sure that the teacher is, and the students are making progress toward that goal.” 

● “You also need a measurable goal because without a measurable goal, you’re 

just kind of like saying, Oh, I think we made progress, but there’s nothing to 

benchmark it against. And so, you need to have those like checkpoints along the 

way to see how you’re progressing toward the goal.” 

● “The most essential thing is that the teacher comes up with the goal and the 

teacher’s the one that’s driving it. So, making sure that every time, we, as 

coaches can, can lead them and help them facilitate them there. But if they don’t 

come up with it, they’re not truly going to believe in it. And then we want to see 

it. So, I would say them creating it. And then you, as a coach, being able to show 

their progress is essential.” 
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The semi-structured interviews revealed instructional coaches saw the value of setting clear goals 

when partnering with teachers. 

Professional Development for Coaches 

During the semi-structured interviews, instructional coaches were asked, “What 

professional development has been most impactful on your coaching practice?” Anderson and 

Wallin (2018) discuss the role of professional development as an aspect of developing leadership 

skills: “Coaches must be willing to find conferences and workshops that will help them grow. 

Reading professional literature (books and articles) about education and leadership can help 

coaches improve their practice and remain focused on strengthening their leadership skills.” (p. 

57). All instructional coaches reported that attending workshops or outside training was the most 

impactful form of professional development, overlapping with networking. Other frequent 

responses included being coached by a coaching expert or supervisor and video of themselves 

coaching for self-reflection. Table 16 illustrates the type of response and frequency. 

Table 16 

Impactful Professional Development Identified by Instructional Coaches 

Workshops/Outside trainings- attending 100% 

Being coached/Feedback from supervisor 40% 

Book studies 40% 

Networking 40% 

Video for self-reflection 40% 

Role-playing 20% 

Workshops/Outside trainings- presenting 20% 
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When asked about workshops, the instructional coaches shared various perspectives: 

● “The thing that made it engaging for me was connecting with other coaches.” 

● “I think it’s (workshops) what we’re used to, we’re used to PD being provided in a 

workshop setting because our whole life, that’s how we’ve learned. We’ve sat in 

classes, we’ve gone to conferences, we’ve done all these things. So, I think you 

automatically fall back on that.” 

● “...hearing the different views and the different kinds of styles I think really helps with 

taking it from the science to the art (of coaching). It (workshops) allows you to kind of 

bring your own type of coaching and reflecting, getting to talk to other coaches, because 

it can be a lonely position if you're not with a really strong team.” 

● “The Jim Knight workshops were ongoing. It was for a whole year; there were different 

levels offered. So, you could go to the first level and then the second level. So, it wasn’t 

just a one-shot deal. I think also it really has to do with the fact that at least in our 

district, we talked about Jim Knight’s model as the foundation of our coaching practice. 

So, we were really applying what we learned at the Jim Knight series of workshops. 

You can really continue with the professional development beyond the days that you 

spend actually with him in that large group.” 

The instructional coaches in Aqua Valley participated in monthly coaching sessions with 

their supervisor. The team found value in this practice as they described the sessions as 

● “...useful for thinking deeply about my coaching practice while keeping me focused and 

accountable for my own coaching goals like incorporating (instructional strategies) 

checklists.” 
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● “I looked forward to being able to celebrate my accomplishments and prepare for more 

challenging partnerships by talking through what actions I might take.” 

● “It was helpful to refer back to a coaching cycle checklist to keep me on track with the 

parts of the Impact Cycle.” 

Each month, the Aqua Valley instructional coaching team participated in video learning 

teams. A specific coach would bring a short video clip from a coaching session and would share 

a goal or feedback item for the team. The team would watch the video clip and provide feedback 

to the coach. The team also found this form of professional development to be impactful: 

● “...transformational. I had to get used to myself on video, and once I did, I saw how I 

wasn’t really focused on the goal when I thought I was. It helped me to be a better 

planner going into coaching sessions because I became more intentional.” 

● “Using video during coaching meetings not only helped me to see what I was doing, it 

also modeled for teachers how powerful video is when finding current reality. I had 

teachers more willing to use video when they saw I used it too.” 

The coaches’ perspectives shared during the semi-structured interviews showed the coach 

as a lead learner, reflective, and open to feedback. These perspectives set the stage for the 

instructional coaches to develop their own leadership skills, model what being a learner looks 

like for teachers, and help them develop the coaching skills and knowledge of evidence based 

strategies which can support effective coaching partnerships resulting in improved teacher 

practice and thus student learning. 

Teacher Responses 

The teachers who were invited to participate in the survey and subsequent semi-

structured interviews were selected based on a review of the coaching logs.  Based on the data 
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collected from coaching logs, the survey was sent via email to 53 teachers who had completed at 

least one coaching cycle over three years. The 19 teachers who completed the survey represented 

an array of years of experience in Aqua Valley from one year to 20 years and, for the teaching 

profession in general, from three years to 28 years. Of the 19 teachers surveyed, 12 agreed to be 

interviewed, and 11 interviews were completed. Notably, the teachers participated in the survey 

in April 2019 just after the start of the COVID-19 pandemic and were interviewed in February 

2021 as the pandemic continued. Prior to asking the interview questions, the participants were 

asked to frame their thinking around what coaching looked like prior to e-learning, as this 

impacted how instructional coaching was delivered. The planned approach of using Google Meet 

for the interviews did not need to be changed as it worked well with social distancing and remote 

working required to protect individuals from contracting COVID-19. 

In examining the survey results and subsequent interview data, teachers most frequently 

identified building relationships and modeling for teachers as the key components of effective 

instructional coaching programs and as a characteristic of effective instructional coaches. 

Building relationships was a theme identified by both teachers and instructional coaches. During 

the interviews, teachers shared their thoughts about the other characteristics of remaining 

connected to students, developing leadership skills, planning time, and remaining focused on the 

goal. Teacher and coach interviews revealed similar responses. 

Build Relationships 

Table 17 shows that 42% of teacher survey responses cited the importance of a coach’s 

ability to build relationships as a program component while 21% cited it as a characteristic of a 

coach. 

 



98  

Table 17 

Effective Coaching Program- Teacher Responses- Build Relationships 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 
Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

42.1% 

 

21.1% 

 

10.5% 

 

31.6% 

 

10.5% 

 

26.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

21.1% 

 

0.0% 

 

0.0% 

 

52.9% 

 

0.0% 

 

0.0%  

 

The semi-structured interview revealed that many teachers believed that planning time 

was needed to build relationships. The perspective shared include 

● “The planning meetings are important so that the coach can get to know me as a 

teacher and what I see as important in my curriculum and for my students. I feel 

like coaches don’t know science as well, so it is a time for me to teach them 

about my curriculum.” 

● “When I am working with a coach I don’t know very well, I want to know that 

the coach isn’t bringing their ego and ideas in. I know what I need help with. 

When I am meeting with a coach, it is an important time for us to get to know 

each other so I know she is in my corner and here to help me.” 

● “I think the trust between the teacher and the coach is essential, a willingness, or 

the teacher to be willing to be open. I think it goes both ways for the coach to be 

willing and open, and a good listener to what the teacher shares, and the teacher 
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shares their vision.” 

Like the instructional coaches, the teachers described trusting relationships as the foundation of 

an effective coaching partnership.  Instructional coaches can also support building relationships 

by remaining connected to students. 

Remain Connected to Students 

21% of teachers identified remaining connected to students when asked about the key 

components of an effective coaching program. However, when asked about the characteristics of 

an effective coach, no teachers mentioned a connection to students. These results are illustrated 

in Table 18. 

Table 18 

Effective Coaching Program- Teacher Responses- Remain Connected to Students 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 
Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

42.1% 

 

21.1% 

 

10.5% 

 

31.6% 

 

10.5% 

 

26.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

21.1% 

 

0.0% 

 

0.0% 

 

52.9% 

 

0.0% 

 

0.0%  

 

The semi-structured interview revealed that many of the teachers discussed how 

instructional coaches could stay connected to students by participating in the classroom 

community through modeling in the classroom with students present, observing a lesson being 

implemented and students being engaged in learning, and attending special all-school 
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assemblies. The teachers further explained 

● “I think coming into the classroom, I like inviting coaches to my classroom. I tell the 

kids this coach is coming in and they’re just going to hang out and see what’s going on. 

So, I think just being physically in any situation where a student may be.” 

● “I think being a part of the classroom, modeling, and co-teaching and supporting 

actually in the classroom and not just behind a computer planning. Learn kids’ names 

that way.” 

● “Get in the classroom as much as possible. I think it could go beyond that. I know that 

the coaches within our building also do after-school activities. So leading clubs, 

coaching sports, volunteering, showing up at events of other people’s kind of clubs.” 

The semi-structured interview responses showed that teachers wanted coaches to be in the 

classroom as much as possible in order to remain connected to students.  As coaches understand 

what is occurring in classrooms, they are positioned to develop leadership skills. 

Develop Leadership Skills 

While the survey revealed 10% of teacher responses saw leadership skills as a key 

component of effective instructional coaching and none saw leadership as a coach characteristic 

as illustrated in Table 19, the interviews provided more insight into their thoughts. 
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Table 19 

Effective Coaching Program- Teacher Responses- Develop Leadership Skills 

 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 
Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

42.1% 

 

21.1% 

 

10.5% 

 

31.6% 

 

10.5% 

 

26.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

21.1% 

 

0.0% 

 

0.0% 

 

52.9% 

 

0.0% 

 

0.0%  

 

Teacher interview participants believe that instructional coaches are privy to information 

and therefore “know more” than teachers do, which makes the instructional coaches leaders. 

During the interview, teachers explained 

● “...coaches seem to know more about district initiatives than teachers…” 

● “Coaches spend more time with administrators, so they have lots of opportunities to talk 

about expectations and new programs.” 

● “Perhaps there’s more than one coach, maybe one coach is really good at one thing and 

another is good at leading, in that aspect of encouraging teachers or whoever to work 

with them without being pushy. It seems like there might be a really fine line between 

leading and being pushy. A lot of times people are turned off by the whole pushiness, 

which would (cause) the whole trust thing would be gone. I think it would be a fine 

line.” 

The teachers viewed the leadership role of coaches being connected to school and district 
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initiatives and collaboration with administration.  Instructional coaches can demonstrate being 

lead learners by modeling for teachers. 

Modeling for Teachers 

31.6% of the teachers identified modeling as an effective component of an instructional 

coaching program, and 52.9% identified it as a characteristic of an effective coach. Table 20 

illustrates these results. 

Table 20 

Effective Coaching Program- Teacher Responses- Modeling for Teachers 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 
Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

42.1% 

 

21.1% 

 

10.5% 

 

31.6% 

 

10.5% 

 

26.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

21.1% 

 

0.0% 

 

0.0% 

 

52.9% 

 

0.0% 

 

0.0%  

 

During the semi-structured interviews, teachers further discussed the value of modeling 

and how it could be demonstrated: 

● “I think modeling is super important, for the coaches to be able to come in and 

do that with us so that I could see exactly what it’s supposed to look like. 

Sometimes certain strategies sound really good on paper, right? But then when 

you get in the classroom with 25 students, this actually isn’t working and I don’t 

have the room to do this, or it’s the way that you thought the students would be 
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able to move around the table, like actually isn’t working in my classroom. Then 

you can think about how else could I do it?” 

● “If an instructional coach is in the classroom with my kids showing me how to 

do this writing sample or activity that seems like it would be mostly impossible, 

I think that that would be really valuable for me to not just see it, but also to 

learn from them how to facilitate it. I think modeling, especially on brand new 

ideas and concepts, things that you’re really new at, I think that instructional 

coach modeling can only be helpful for me to learn.” 

Teacher survey interview responses showed that they value modeling and find it a useful way to 

learn new strategies.  Collaborative plan time may be used to identify the type of modeling to be 

used and when it should take place. 

Build in Plan Time 

10.5% of the teacher survey respondents identified plan time as a key component of an 

effective instructional coaching program, while none identified it as a characteristic of an 

effective coach as depicted in Table 21. 
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Table 21 

Effective Coaching Program- Teacher Responses- Build in Plan Time 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 
Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build in 

Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

42.1% 

 

21.1% 

 

10.5% 

 

31.6% 

 

10.5% 

 

26.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

21.1% 

 

0.0% 

 

0.0% 

 

52.9% 

 

0.0% 

 

0.0%  

 

During the semi-structured interviews, teachers expressed that this time was critical in 

helping the instructional coach understand the context of their classrooms, the students’ needs, 

and the teacher’s needs. Additionally, planning time was identified as an opportunity for 

instructional coaches to help a teacher mediate their thinking about how to approach a lesson or 

reflect on the efficacy of an already implemented lesson. Instructional coaches were described as 

valued thought partners, helping teachers be more open to trying new instructional strategies, 

promoting teaming and a positive school culture. The teacher survey responses included the 

following: 

● “I loved working with my coach. No matter what I needed or wanted to do, she 

was there to brainstorm with me, offer ideas, and help me implement them.” 

● “Two brains are better than one. My coach helped to focus me on my goals and 

helped me to progress more forward. She asked many questions that got me 

thinking outside of what I already knew and opened my eyes to new methods, 
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resources, and strategies.” 

Two respondents indicated that standards should be a part of the planning meetings; both these 

respondents were teachers: 

• “I think that when I worked with coaches over the years... all the planning had 

everything to do with the standards being covered.” 

• “(I spent) hours a week going through standards and picking priority standards 

and making sure that our lessons aligned with those priority standards. I think 

that the plan time was really important because I feel like the coach gives you a 

standards view, whereas the teacher in me was like we could do this and that’ll 

reach the standard.” 

Teachers described how plan time was not only important to the coach understanding students 

and how they interact with the curriculum, but also an important venue for incorporating learning 

standards into lesson planning.  Plan time and the use of learning standards can set the stage for 

identifying a meaningful goal. 

Remain Focused on the Goal 

26.3% of teachers identified goals when asked to identify the key components of an 

effective coaching program. None of the teacher respondents identified goals as a characteristic 

of an effective coach as illustrated in Table 22. 
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Table 22 

Effective Coaching Program- Teacher Responses- Focused on the Goal 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 
Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

42.1% 

 

21.1% 

 

10.5% 

 

31.6% 

 

10.5% 

 

26.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

21.1% 

 

0.0% 

 

0.0% 

 

52.9% 

 

0.0% 

 

0.0%  

 

However, during the semi-structured interviews, teachers discussed the important role of 

goals. A teacher described the role of goals as follows: 

● “When I’m able to really explain my goals and my visions, and then they really 

can understand them, but then bring me to the next level and help organize my 

ideas. This helps me have a goal I understand and can work towards.” 

● “Establishing that goal and giving a timeline is really important. I think having a 

timeline and a goal and really holding each other accountable to stick to those 

two things are probably the most important.” 

● “I’ve had cycles before where I didn’t really take the time to really lay a 

foundation of what I need. And I ended up doing a cycle on something that 

wasn’t very meaningful and that I didn’t end up using. And it was my fault. 

Really. It wasn’t the coach. It was like my lack of communication. I didn’t think 

about what exactly it was that I was looking to do.” 
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Although the survey didn’t reveal teacher thinking about the importance of goals, the semi-

structured interview responses showed that teachers saw how goals can provide purpose and 

context for meaningful coaching partnerships. 

Principal Responses 

Aqua Valley School District is comprised of three schools with one principal in each 

building. Each of the three principals participated in the anonymous survey, and two of the 

principals participated in the semi-structured interview. The number of years served as an 

administrator in Aqua Valley ranged from one to seven, and the total number of years of 

experience in the principal role went from two to five. Similar to the teachers, principals also 

identified the importance of instructional coaches modeling for teachers. Principals did not 

identify developing leadership skills as the coaches did, nor did they identify building 

relationships, similar to the instructional coaches and teachers. However, similar to the 

instructional coaches and teachers, principals specifically discussed the key components of 

building relationships, remaining connected to students, developing leadership skills, planning 

time, and remaining focused on the goal during the interview. 

Build Relationships 

As measured by the survey and illustrated in Table 23, none of the principal responses cited 

building relationships as a component of a coaching program, while 66.7% identified building 

relationships as a characteristic of an effective coach. 
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Table 23 

Effective Coaching Program- Principal Responses- Build Relationships 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 

Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

0.0% 

 

33.3% 

 

66.7% 

 

33.3% 

 

33.3% 

 

33.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

66.7% 

 

0.0% 

 

0.0% 

 

66.7% 

 

0.0% 

 

0.0% 

 

During the semi-structured interviews, the principals shared 

● “They (coaches) must have a growth mindset and build positive relationships 

with staff and administration in order to be effective.” 

● “Planning time, I think that’s part of developing a relationship between the 

coach and the teacher. It provides the opportunity for the coach to demonstrate 

being honest, trustworthy, good listener, friendly, and a clear communicator.” 

Principals identified building relationships as an important piece of effective coaching 

partnerships as well as collaborating with administrators.  Relationships may also be established 

when instructional coaches remain connected to students. 

Remain Connected to Students 

33.3% of the principals who responded to the survey identified connection to students as 

a key component of an effective coaching program, while none identified connection to students 

as a characteristic of an effective instructional coach. Table 24 illustrates these findings. 
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Table 24 

Effective Coaching Program- Principal Responses- Remain Connected to Students 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 

Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

0.0% 

 

33.3% 

 

66.7% 

 

33.3% 

 

33.3% 

 

33.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

66.7% 

 

0.0% 

 

0.0% 

 

66.7% 

 

0.0% 

 

0.0% 

 

During the semi-structured interviews, the specific ways of being connected mirrored 

what teacher respondents shared, including being present in the classroom to either model 

strategies or observe strategies being implemented. Principals took this idea further by describing 

how being a presence in the classroom can provide a deeper reflective conversation post-

implementation of a new instructional strategy. The principals explained 

● “I think being in the classrooms and just being a presence so that kids know 

them, recognize them. It’s not a surprise for them to be in that room. Also, a 

coach being able to observe a teacher and knowing, really well and intimately 

what’s going on in that classroom is really the best way (to support their 

learning).” 

● “Coaches, in my opinion, should not be working every day with a small group of 

students or once a week with a small group of students. You wouldn’t want 

coaches pulling a small group in a fifth-grade classroom for reading every 
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Tuesday and Thursday, because then you’re relying on that coach to provide 

direct instruction to students. That’s not their role or their job. I think that 

coaches should be visible members of the school community and of the staff and 

students should know them.” 

Principals identified the value of remaining connected to students in order to ensure that 

coaching partnerships align with student learning need while building teacher capacity.  As 

leaders, coaches are in a position of influence when helping teachers identify student driven 

goals. 

Develop Leadership Skills 

66.7% of responses from principals on the survey identified developing leadership skills 

as a key component of an effective instructional coaching program, while none identified 

developing leadership skills as a characteristic of an instructional coach as depicted in Table 25. 
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Table 25 

Effective Coaching Program- Principal Responses- Develop Leadership Skills 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 

Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

0.0% 

 

33.3% 

 

66.7% 

 

33.3% 

 

33.3% 

 

33.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

66.7% 

 

0.0% 

 

0.0% 

 

66.7% 

 

0.0% 

 

0.0% 

 

Instructional coaches are viewed as teacher leaders who are essential change agents with 

strong abilities to influence instructional planning and implementation improvement. The 

principals explained in the semi-structured interviews: 

● “I think teachers should look to coaches as expert leaders, that a coach can 

analyze and support a teacher in their instruction. I do see coaches as leaders and 

people who should be involved in school improvement, planning, and just really 

understanding the pulse of the teaching practices at the school. But at the same 

time, I also do see that there’s a delicate balance between the relationship that a 

coach has with the teacher and being a leader.” 

● “I think they (coaches) definitely should be seen as leaders. And I think that they 

are leaders in instructional best practice. I think you want instructional coaches 

who are viewed as instructional experts, as collaborators and partners. So not 

expert in the sense that they know everything, but that if someone’s interested in 
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learning something, they have a basic understanding of it. They know how to 

seek out more information. They know how to share that information. I think 

instructional coaches should lead and facilitate professional development. And I 

think that they can be seen as people who can lead and support teams or 

individual teachers when they're looking to improve something.” 

Principal survey responses showed they viewed leadership as an important component of 

an effective instructional coaching program but not an attribute of instructional coaches. 

However, the survey provided a better picture of what coaches are leaders entail, including being 

a lead learner.  Modeling for teachers is a meaningful way that instructional coaches can 

demonstrate being lead learners. 

Modeling for Teachers 

33% of the principal survey respondents identified modeling for teachers as a key 

component of an effective instructional coaching program, while none identified modeling as a 

characteristic of an effective coach as shown in Table 26. 
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Table 26 

Effective Coaching Program- Principal Responses- Modeling for Teachers 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 

Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

0.0% 

 

33.3% 

 

66.7% 

 

33.3% 

 

33.3% 

 

33.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

66.7% 

 

0.0% 

 

0.0% 

 

66.7% 

 

0.0% 

 

0.0% 

 

Principals explained the value of modeling in that it allows the teacher to see exactly 

what the strategy and its impact may appear as in the classroom. During the semi-structured 

interviews, principals shared 

● “I think it’s a really strategic way of a coach gaining trust from a teacher because 

they are putting themselves out there and showing teachers what they know, but 

also acknowledging that instruction and teaching is not a perfect practice, that 

there’s a lot of shifting and modifying as you go along.” 

● “I think modeling is a helpful aspect; I think for some teachers it’s really critical 

for them to be able to see what it (instructional strategy) looks like. I think that 

they can hear about it, they can read about it but it’s not enough. I think the other 

thing that’s been tricky about teaching in general is that a lot of times we look 

for video exemplars of what a strategy might look like or what best practice 

might look like with a particular instructional practice. And it’s hard to find 
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those instructional videos. I think in some ways having those instructional 

coaches provide some of the modeling is helpful because it eliminates a lot of 

those barriers trying to find the video of someone doing it well, trying to find the 

time for the teacher to go in and observe somebody. I think it has to be done well 

and executed in a way that is true modeling. And then the coach then helps 

support that teacher after that modeling so the teacher gains the instructional 

skills.” 

Principals agreed that modeling was an important aspect of instructional coaching in order to 

help teachers acquire new instructional skills that will be relevant to and impactful for students.  

When instructional coaches collaborate with teachers during plan time, they can identify which 

strategies should be modeled. 

Build in Plan Time 

Table 27 shows that 33.3% of principal responses on the survey identified planning time 

as a key component of an effective instructional coaching program, while 66.7% identified 

planning time as an effective coach characteristic. 
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Table 27 

Effective Coaching Program- Principal Responses- Planning Time  

Survey Question Components of Effective Coaching Program 

Build 

Relationships 

Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build in 

Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

0.0% 

 

33.3% 

 

66.7% 

 

33.3% 

 

33.3% 

 

33.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

66.7% 

 

0.0% 

 

0.0% 

 

66.7% 

 

0.0% 

 

0.0% 

 

During the semi-structured interviews, one principal emphasized the importance of using 

plan time to set goals, while another principal focused on the opportunity to build relationships 

and trust: 

● “...the planning time is essential because it allows for the coach and the teacher 

to talk about the teacher’s goals around what that person wants to work on. And 

then it allows the coach to ask questions for clarity, for direction, for what they 

want to accomplish when they’re working together towards accomplishing 

whatever goal that that teacher has set.” 

● “I think planning time is essential. I believe that’s a time where the coach can 

really gain trust from a teacher. I think that that’s part of developing a 

relationship between the coach and the teacher.” 

Principals saw the value of plan time through the lens of other key factors of effective 

instructional coaching, including building relationships and setting a goal. 
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Remain Focused on the Goal 

Table 28 illustrates that 33.3% of principal responses on the survey cited goals as a key 

component of effective instructional coaching programs, while none identified goals as a 

characteristic of an effective coach. 

Table 28 

Effective Coaching Program- Principal Responses- Remain Focused on Goal 

Survey Question Components of Effective Coaching Program 

Build 

Relationships 

Remain 

Connected 

to Students 

Develop 

Leadership 

Skills 

Modeling 

for 

Teachers 

Build 

in Plan 

Time 

Remain 

Focused 

on the 

Goal 

What do you see as 

the key components 

of an effective 

coaching program? 

 

0.0% 

 

33.3% 

 

66.7% 

 

33.3% 

 

33.3% 

 

33.3% 

What are the 

characteristics of an 

effective 

instructional coach? 

 

66.7% 

 

0.0% 

 

0.0% 

 

66.7% 

 

0.0% 

 

0.0% 

 

During the semi-structured interview, principals explained their perspective on goals: 

• “I think setting a goal is really important… thinking about the curriculum, 

thinking about the standards and thinking about the Danielson framework. I 

think those are all essential parts of the coaching cycle and just making sure that 

you are setting an overall goal and then maybe breaking it down into smaller 

individual professional goals as well.” 

• “...the planning time is essential because it allows for the coach and the teacher 

to talk about the teacher’s goals around what that person wants to work on. And 

then it allows the coach to ask questions for clarity, for direction, for what they 
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want to accomplish when they’re working together towards accomplishing 

whatever goal that that teacher has set.” 

Principals identified the value of goal setting as context for the coaching partnership as well as 

the professional growth of the teacher. 

Teachers and Principals: Impact on Instruction 

Principals were also surveyed regarding the value instructional coaches bring to the 

organization and their impact on instructional practices in the school.  In comparing the answers 

to both survey questions, some themes related to improved instruction and student achievement 

appeared. 

Both teachers and principals were asked via the survey to explain the impact coaching had 

on instruction, and each group of respondents had varying perspectives on how instructional 

coaches impact instruction. 

• “I believe that the coaches keep reminding me to move forward in best practices when I 

might get bogged down in the teaching minutia.” 

• “Engagement increased. I learned strategies that I use often now. I improved my 

teaching.” 

• “Cooperative learning has a clear and positive impact. The coaches guide and lead 

professional learning; they videotape and review instruction.  I think coaches have 

helped teachers become more open and transparent about their instruction. Coaches help 

group teachers together by interest so that they can learn from one another too. The 

coach was a leader in making these changes throughout the school.” 

Teacher responses indicated alignment to the components connected to students and 

modeling for teachers, which was consistent with their responses regarding the characteristics of 
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effective coaches and coaching programs. Principals strongly identified developing leadership 

skills as the impact on instruction; this also aligned with their responses regarding the 

characteristics of effective coaches and coaching programs. 

Interpretations, Judgements, and Recommendations 

The findings of this study revealed that some components of an effective instructional 

coaching program are evident in Aqua Valley. Instructional coaches have established authentic 

relationships with teachers, which is critical in creating an environment where teachers are 

willing to be vulnerable about what is not working in their classrooms and try a new approach. 

Planning time with teachers was identified as an important part of the instructional coach and 

teacher partnership. During the planning time, the teachers felt it was important for coaches to 

learn about the content and the students themselves. 

Building Relationships and Modeling for Teachers 

The two key components of building relationships and modeling for teachers had the 

strongest presence among the three respondent groups. Both instructional coaches and teachers 

described the importance of relationships needed to engage in the deep and transformative work 

coaching is intended to be. Teachers and principals specifically discussed how modeling can be 

used to demonstrate how a particular instructional strategy appears in action or how it may work 

best with a particular group of students. 

Building relationships can set the stage for teachers to trust instructional coaches and thus 

feel comfortable having them come into the classroom to model specific instructional strategies. 

Aqua Valley has provided staff with a list of 14 evidence based instructional strategies which can 

be used to guide the selection of strategies to model. When the coach and teacher have trust, each 

can bring what they know to the conversation in order to select the strategy that best fit the 



119  

learning needs of the teacher and students. 

Connection to Students and Remaining Focused on Goal 

Although some survey respondents identified connections to students and goals as 

valued, neither of these key components appeared as a strong theme among the instructional 

coaches, teachers, or principals. When asked about these components during the semi-structured 

interviews, instructional coaches, teachers, and principals agreed that a connection to students is 

important; however, examples included supervising after-school activities and hallway presence 

as means of making these connections. 

Goals based on the current reality are critical components of instructional coaching 

partnerships that impact teaching and learning. The development and use of goals were 

sporadically discussed when interview participants were asked about what planning time should 

entail, essentials for ensuring coaching cycles focus on instructional improvement, and videos as 

a part of coaching cycles. Goals were not a strong theme in the interviews nor the survey data. 

When asked about goals, there was agreement that they were essential, but discrepancies were 

present regarding the focus of the goals. 

The absence of goals can result in coaching partnerships that are unfocused, lack a clear 

purpose, and do not build the instructional capacity of the teacher. The absence of overall goals 

for a coaching program can leave staff unsure about what coaching should entail. Understanding 

student needs related to learning in the classroom can provide the information required to set 

meaningful goals. A consistent understanding of the purpose of goals and why they are critical to 

successful coaching partnerships could result in improved outcomes for Aqua Valley teachers 

who choose to engage in coaching cycles. 
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Developing Leadership Skills and Plan Time 

Leadership and plan time for teachers appeared the least on the survey, following the 

analysis process utilizing selective coding and tally locations. Teachers, instructional coaches, 

and principals agreed that instructional coaches are leaders. The definition of leadership varied 

among each group. The principals presumed that the coaches should take an active role in 

leading professional development and team participation. The teachers and instructional coaches 

believed that leadership came with being an expert or knowledgeable about instructional practice 

and curricular knowledge. As described in the literature review, developing leadership skills 

includes being a lead learner through instructional coaching partnerships and facilitating 

professional development. Instructional coaches’ leadership also includes having a seat when 

strategic and school improvement planning and assessment data reviews occur. 

The interviews revealed that instructional coaches and teachers placed value on 

modeling. Teachers thought it would be helpful to see strategies in action, and instructional 

coaches thought it should only come into play if the teacher requested it. Plan time with the 

coach and the teacher is essential to ensure there is a purposeful goal for the coaching partnership 

so as to provide a structured opportunity to plan for instructional adjustments and review the 

impact of these adjustments via data and evaluate the impact of the partnership. 
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Recommendations 

Based upon the findings described in this chapter, the Aqua Valley instructional coaching 

program would benefit from examining practices related to the following key components 

described by Anderson and Wallin (2018): 

1. Remain connected to students 

 

2. Developing leadership skills 

 

3. Build in plan time 

 

4. Remaining focused on the goal 

 

Using the results of this study as a starting point, the Aqua Valley administration, instructional 

coaches, and teachers should come to consensus about what each of these four areas look like 

within the context, culture, conditions, and competencies of the district. 

Plan time should be viewed as the foundation for strengthening and building consistency 

with remaining connected to students, developing leadership skills, and remaining focused on the 

goal. The structure of plan time and expectations for how it is used should include explicit ties to 

the key components of effective instructional coaching. Remaining connected to students could 

be achieved by identifying when in a cycle the instructional coach may purposefully be present 

in the classroom. The initial plan time should be used for the coach to understand the teacher’s 

why behind voluntarily engaging with a coach and use communication skills such as questioning 

to identify a clear, measureable, student centered goal. The coach can take on the role of lead 

learner by sharing their knowledge of instructional strategies in order to help the teacher build or 

refine their practice. 

Aqua Valley should also determine a way to evaluate the adjustments to the four key 

components identified above.  If the Aqua Valley instructional coaching program continues to 
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implement Knight’s Impact Cycle model (2007, 2018b) they may choose to use the Seven 

Success Factors (Thomas, et al. 2021) to evaluate how the recommendations impact the 

effectiveness of the coaching program.  Should Aqua Valley choose to implement a different 

coaching model, they may use the quality indicators they develop in order to evaluate the 

coaching program using the processes outlined in Evaluating Instructional Coaching (Thomas, et 

al. 2021) as a guide. 

Conclusion 

The purpose of this study is to determine the extent to which key components of 

instructional coaching are present in the Aqua Valley School District. To make this 

determination, the perspectives of instructional coaches, teachers, and principals were gathered 

via surveys and semi-structured interviews. The results were examined through the following 

themes: building relationships, remaining connected to students, developing leadership skills, 

modeling for teachers, building in plan time, and remaining focused on the goal. The findings 

revealed that to increase the extent to which key components of an effective instructional 

coaching program are evident in Aqua Valley, there are four areas of potential growth: remaining 

connected to students, developing leadership skills, planning time, and remaining focused on the 

goal. The next chapter discusses recommendations to address these four areas and how Aqua 

Valley might evaluate them. 

 

  



123  

Chapter Five: To Be Framework 

The purpose of this study was to determine the extent to which the key components of 

effective instructional coaching are in place in Aqua Valley School District. Instructional 

coaching is intended to improve teaching practice to promote student learning and growth. 

Based on the data presented in Chapter Four, this chapter discusses recommendations for 

improvement of Aqua Valley’s instructional coaching program in the following categories: 

remaining connected to students, remaining focused on the goal, developing leadership skills, 

and planning time. See Appendix F for the “To-Be” figure which depicts how the 

recommendations below align to the 4C’s framework (Wagner et al., 2006). 

Remain Connected to Students 

Students are the population ultimately served by a school district and should be at the 

heart of instructional coaching. Instructional coaches need to stay connected to students so that 

they understand the population they are serving, which is comprised of students with diverse 

characteristics: 31% low-income students, 18% who receive EL support services, and 16% who 

have an IEP. Academically, PARCC scores show that 41% of students are not meeting grade- 

level standards in ELA, and 50% are not meeting grade-level standards in math. Remaining 

connected to students would allow the instructional coaches to have a more detailed picture of 

the exact needs of these students. Additionally, remaining connected to current students provides 

an opportunity for instructional coaches to be viewed as competent and knowledgeable by the 

staff they serve (Anderson & Wallin, 2018). For instructional coaches to stay connected to 

students, they need to take an active role in the classroom. 

As discussed in Chapters One and Two, Knight’s (2007) coaching cycle entails three 

stages: identify, learn, and improve. The identify stage is designed to set a goal, the learn stage is 
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when teachers learn and apply new skills, and the improve stage is when data are examined to 

determine whether the goal has been met. The coach’s role in the classroom could take on many 

forms depending on whether a coaching cycle is being implemented and the stage of the cycle. 

Prior to, or after a cycle, the instructional coach can informally visit the classroom to observe 

how students are engaging with learning and the types of tasks they are engaged in. The 

instructional coach can visit the classroom to observe how students engage in learning. The 

information gathered through the observation can serve as a basis for determining if the teacher 

has successfully implemented the new skill or practice. Coaches can use this information to 

determine whether the teacher’s new skill or practice is being implemented and supporting 

student growth. 

The interview question “What are the most effective ways that coaches can stay connected 

to students” revealed myriad ways of thinking. All the teachers identified that being in the 

classroom is the most effective way for coaches to stay connected to students. “...my students, a 

lot of them, don’t even know who the coaches are.” The coaches and principals had other ideas 

about how to stay connected to students. 

• “Running (after school) clubs has been something really helpful for me.  It helps 

students start to recognize who I am.” 

• “...being in the school, being in a central location where they’re (coaches) in the 

school.” 

• “...being present and visible in and around the building. It makes me think about 

coaches doing other sorts of duties that teachers will sometimes do like outside 

supervision...I don’t think coaches need to know every kid’s name, but they should be a 

familiar face.” 



125  

Instructional coaches establishing a classroom presence during a coaching cycle is critical 

for meaningful impact and developing a strong connection to students. At the start of the cycle, 

the instructional coach should be in the classroom to gather data. Data can be gathered by 

directly observing students and asking questions about their understanding of an observed task or 

how it will help them achieve the learning target (Knight et al., 2018b). Once an instructional 

strategy is selected, the instructional coach should be in the classroom to model how the strategy 

will work with the students. Working directly with the students over a sustained period of time 

on a specific strategy allows for a deep connection, and when the students see the teacher and 

coach working together to support learning and growth it helps them view their own teacher as a 

learner and promotes the classroom as a learning community (Vargas & Melvin, 2021). It is not 

enough for instructional coaches to supervise after-school activities or have a presence in the 

hallway as the data in Aqua Valley revealed. Instructional coaches must be a part of the 

classroom community to truly be connected to students. 

Developing Leadership Skills 

Instructional coaches are lead learners in schools because they engage in ongoing, 

purposeful learning to bring knowledge and ideas about impactful instruction to the 

administration and teachers. The results of this study demonstrated that the teachers, instructional 

coaches, and principals agreed that coaches should be knowledgeable about instructional 

strategies. Jim Knight (2019) states that coaches should have a play list of research based 

instructional strategies. The strategies listed should be well known and tested by the instructional 

coaches. The playbook should include a variety of strategies that could be applicable to different 

goals and groups of students. Teachers should have the opportunity to differentiate the strategies 

to best serve their specific student learning needs. Coaches must be very familiar and well-
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practiced with the playbook strategies in order to support teachers in implementing the strategies 

for maximum impact, especially when adjustments might be made to strategies in order to best 

fit the needs of the students. 

There may be scenarios in which instructional coaches may not have a “right-fit” strategy 

in their playbook, such as when a teacher or team is interested in an unfamiliar or new strategy 

that is not in the playbook or when the principal includes a new strategy in the school 

improvement plan such as am emphasis on culturally responsive teaching strategies. 

Instructional coaches must cultivate their own professional learning and growth to stay up to 

date, informed, and trained to ensure that the key components of building relationships, 

remaining connected to students, developing leadership skills, modeling for teachers, building in 

plan time, and remaining focused on the goal are strongly implemented. Professional growth and 

learning can occur through attending workshops, but for the learning to take hold, there needs to 

be additional activities such as studying professional books, engaging in video learning teams 

with coaching colleagues, and practicing in classrooms with current students (Joyce & Showers, 

1996). 

Aqua Valley survey respondent types did not consistently identify leadership as a 

component of coaching. One of the interview questions for each group of respondents was “In 

what ways are coaches leaders or should be leaders?” Principals tended to focus on more 

systemic impacts, such as participation in school improvement planning and leading school-wide 

professional development. Teachers viewed leadership as having knowledge. 

• “...really important trait to have in a leader is to know what’s going on in all of the 

grades. I think our coaches are very knowledgeable about what’s being taught in each 

grade and the scope and sequence” 
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• “...I think coaches...really showcase how they bring curriculum and ideas to life with 

teachers. They know the curriculum the best.” 

• “...if a coach were a leader saying like, we’re going to have this initiative in the whole 

school, this is my area of expertise and encouraging teacher to whoever to work with 

them without being, it seems like there might be a really fine line between leading and 

being pushy.” 

Instructional coaches should be leaders in the capacity that they are lead learners and strategy 

experts. Additionally, they should act as partners with principals to work toward promoting 

change (Drago-Severson, 2008). 

Remain Focused on the Goal 

While goals were referenced in the survey results and discussed in the interviews, they 

did not appear to take a central role in the coaching partnerships in Aqua Valley. If students are 

the most important part of an instructional coaching cycle, the goal is the second most important 

part. To ensure that students are at the center of a coaching partnership, the goal should be 

focused on student outcomes and can be determined through varied methods: A teacher may 

approach a coach for assistance if a lesson did not go as planned or after receiving feedback as a 

part of a formal observation, the teacher may have attended a professional development 

experience and would like assistance in implementing a new idea or the district may have an 

initiative around a specific instructional strategy or curricular program and the teacher is not sure 

how to bring it to the students. 

Teachers and principals provided additional insight into the value of developing goals as 

illustrated by the following responses: 

• “...taking a vision and watching it happen, then receiving feedback to see if the vision is 
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coming to life.” 

• “Establishing that goal and giving a timeline is really important...for maintaining focus 

when working with a coach and holding each other accountable.” 

• “...the teacher’s goals should be around what that person wants to work on, and the 

coach should support the teacher in working towards accomplishing whatever goal the 

teacher has set forth...being clear around the purpose and the reason and the why behind 

the particular goal.” 

The coaches had the most specific descriptions of the role of goals and related data collection. 

• “You also need a measurable goal because, without a measurable goal, you’re just kind 

of saying I think we made progress but there is nothing to benchmark it against.” 

• “...(confirm) that the goal is still the goal” after reviewing the most current data.” 

• “The most essential thing is that the teacher comes up with the goal and the teacher’s the 

one that’s driving it.” 

No matter what the scenario is, data should be used to determine the current reality in the 

classroom. These data can then be used to formulate a student-centered and measurable goal. 

The goal may be around student engagement, academic progress toward a specific standard or 

learning target, or how the students and teacher function as a classroom community of learners. 

When the goal is unclear, or the teacher is at the center of the goal, the coaching cycle can lose 

focus and thus lessen the impact on student learning and growth (Van Nieuwerburgh, 2020). 

Another piece of data that should come into play during coaching partnerships for goal 

setting is the learning standards. The learning standards outline exactly what students should 

know and be able to do as a result of a unit of study. The standards should be a driving factor 

when teachers determine what occurs in the classroom. They lend themselves well to 
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instructional coaching cycles in that they can provide data to measure goal progress via 

formative assessment (Sweeney, 2011). If student engagement is the focus of a particular 

coaching cycle, the standards students are learning at that time can guide the selection of the 

instructional strategy. The process of setting and monitoring goals can ensure that a coaching 

partnership between an instructional coach and teacher is based on data and provides a focus for 

the collaboration. 

Build in Plan Time 

While each respondent group described planning time as important when specifically 

asked about it during the semi-structured interview, very few survey responses from the 

instructional coaches, teachers, and principals indicated planning time as a necessary part of an 

effective instructional coaching program. The results of the survey did not align with the 

interview responses. The reason for this discrepancy could be that it is assumed plan time is a 

part of the instructional coaching partnership and did not stand out as a key component. 

Planning time is critical to the partnership between instructional coaches and teachers. It is 

during planning time that the instructional coach and teacher get to know one another and 

establish norms of working together, building the relationship needed for collaboration. 

Planning time is used to discuss what a teacher’s goal may be and the data to support the 

goal as well as discuss instructional strategy options that may help achieve the goal (Steele, 

2021; Vargas & Levin, 2021). Throughout the coaching cycle, planning time should be used to 

reflect on implementation, reviewing data, and planning next steps as the teacher refines their 

practice. 

Program Evaluation 

As Aqua Valley plans to examine how instructional coaches remain connected to 
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students, develop leadership skills, remain focused on the goal, and build in plan time it is 

critical that they also determine how they will evaluate the impact of each area.  If the district 

chooses to continue implementing Knight’s Impact Cycle (2007, 2018b), using the Seven 

Success Factors (Thomas, et al., 2021) may serve as a useful framework of quality indicators.  If 

the district chooses to implement a new model of instructional coaching, they would benefit from 

collaboratively constructing quality indicators to use for evaluating any changes or new goals for 

the program. 

Conclusion 

The findings of this study show that the Aqua Valley instructional coaching program 

should focus on remaining connected to students, developing leadership skills, remaining 

focused on the goal, and building in plan time to incorporate the key components of effective 

coaching outlined in Chapter Two. The specific action steps to take to implement the strategies 

outlined in this section are discussed in detail in Chapter Six. 
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Chapter Six: Strategies and Actions 

This section outlines the actions to be taken to implement the strategies discussed in the previous 

section. These strategies include remaining connected to students, remaining focused on the goal, 

developing leadership skills, and planning time. An outline of the strategies and actions 

described in this chapter can be found in Appendix G. 

Strategy 1: Remain Connected to Students 

The Aqua Valley School District should focus on increasing connection to students through 

instructional coaches having a purposeful and regular presence in the classroom. “In order to 

demonstrate competence, instructional coaches need to be able to speak from their current 

practice” (Anderson & Wallin, 2018, p. 56). This can be achieved through several action steps 

which are described below. 

The instructional coaching program should establish a clear and measurable expectation 

for instructional coaches to be present in the classroom. The expectation regarding presence in 

the classroom should be developed collaboratively with instructional coaches, teachers and 

administrations. The expectations should include the following: 

1. Frequency of the time instructional coaches spend in the classroom 

 

2. Duration of the amount time instructional coaches spend in the classroom 

 

3. Delineate by frequency and duration by both a given period such as a week as 

well as what the range of classroom presence should be during a typical 

coaching cycle 

Once the expectations for classroom presence are established, these expectations should 

be shared with all staff so that they understand why instructional coaches are in the classroom 
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and that it is an integral part of the instructional coaching cycle. This strategy will take Aqua 

Valley built a stronger presence and influence on classroom teaching and learning. 

Coaches can create more purposeful observation by collecting data while in their 

teacher’s classrooms. Instructional coaches can gain insight into teacher and student needs by 

collecting data such as teacher questioning, student discussion, and authentic student 

engagement. The data collection in the classroom can help identify a goal for the coaching cycle 

at the beginning of a partnership. The type of data collected should be determined during a 

planning meeting with a teacher and driven by what their reasoning for voluntarily partnering 

with an instructional coach. Data collection can illustrate where the results of the desired impact 

are evident and identify areas for further development once the teacher is implementing new 

instructional strategies or routines. As an example the data collection may focus on the type of 

questions a teacher is asking if the goal is to increase open ended questions. Data collection can 

be an indicator of whether the coaching partnership goal was met at the end of a cycle. If a goal 

is focused on wait time in order to increase student engagement, the data collected at the 

conclusion of a cycle may include both the amount of wait time and number of student 

responses. Planning meetings can be structured for the teacher to set the purpose for classroom 

observation and determine what kind of data they want to see (Knight, 2018b). 

To support purposeful time spent in the classroom, Aqua Valley can provide the 

instructional coaches a bank of data collection tools to be utilized. The availability of the data 

collection tools such as tracking wait time or student responses can assist coaches with meeting 

the expectation of purposeful time in the classroom while bolstering the use of data during the 

coaching cycle. As various data tools used to capture observational data are developed by the 

coach and teacher, implemented, and refined, coaches can share them with one another. 



133  

The Aqua Valley instructional coaches were already expected to keep a log that includes 

the teachers they are working with, the goal, and instructional strategy. As a means of monitoring 

purposeful time in the classroom, the coaches may also add information about classroom visits 

throughout the coaching cycle, including the frequency, duration, and purpose related to the goal. 

The addition of classroom time to the log would allow for individual and team analysis of time in 

the classroom, which allows for coaches to remain connected to students. “Effective coaches 

understand that in order to reach their teachers, they too must be connected to students” 

(Anderson & Wallin, 2018, p. 56). 

Strategy 2: Remain Focused on the Goal 

The Aqua Valley District instructional coaches, teachers, and principals who participated 

in this study did not indicate strong perspectives on the role of goals via the survey or semi-

structured interviews. The view of goal setting should be twofold: the goal of the overall 

coaching program for the organization and the goal of each instructional coaching partnership. 

The goal of the instructional coaching program in Aqua Valley may be clear through the purpose 

statement that was developed in the 2013-2014 school year. 

Coaching is a collaborative partnership between teachers and coaches. The partnership 

supports the implementation of research- based best practices through goal-setting, planning, 

modeling, observation, and reflection to promote the growth and development of students and 

teachers.  However, it is not clear whether the goals of individual coaching partnerships are 

consistently aligned with this purpose. The Aqua Valley instructional coaching program may 

improve this practice by setting goals for coaching partnerships that incorporate student 

outcomes and consideration of learning standards. 

Although the Aqua Valley instructional coaches have had extensive training in Jim 
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Knight’s (2018b) “The Impact Cycle”, which is hinged on having a measurable goal, this 

practice was not a strong theme in the survey or semi-structured interview. Goals are critical to 

impactful coaching; “Coaching without a goal is like navigating without a compass” (Knight, 

2018b, p. 66). Implementing coaching cycles can be complex and varied; while the Aqua Valley 

instructional coaches developed skills in areas such as building relationships and leadership, they 

may have set aside a focus on goal setting. Professional learning for coaches around goal setting 

and measurement may be a helpful refresher to ensure that each coach and the collective team 

understand the essential role of goal setting in a coaching cycle. 

Implementing a new skill can be challenging and requires ongoing support even after 

quality professional learning (Showers & Joyce, 1996). Providing the Aqua Valley instructional 

coaching team with a bank of example goals that apply to a variety of grade levels, content areas, 

and student skills or dispositions may prove useful. As instructional coaches use data and teacher 

input to craft a goal statement, having strong examples to refer to may provide a springboard to 

improved goal writing. Similarly, instructional coaches should have a means of sharing their 

real-life professional goals with other coaches. Reviewing examples of goals instructional 

coaches set with teachers in Aqua Valley and the contextual information that lead to the goal can 

also be a powerful learning tool. The goals instructional coaches set with teachers could be 

shared during the weekly instructional coaching team meetings or through instructional coaching 

logs. 

The Aqua Valley instructional coaching program supervisor could regularly check 

coaching logs to analyze the goal setting practices of each coach and the entire team to determine 

level of implementation regarding goal setting. The supervisor would check for alignment with 

the overall program purpose and if the goals adhere to what was learned during the professional 
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learning experience as well as aligned with the models provided. Strong examples of goals could 

be added to the bank of examples for coaching. Coaches who did not demonstrate a strong 

practice of goal setting as indicated by a review of the coaching logs should be provided 

individualized guidance and support for continued growth in this area. 

Strategy 3: Developing Leadership Skills 

Positioning the instructional coaches as strategy experts and lead learners may help the 

entire organization understand and see the role of coaches as leaders. “The difference between 

coaches who have a positive impact and those who do not comes down to leadership” (Knight, 

2022, p. 7). Instructional coaches are inherently leaders. They work closely with multiple facets 

of the organization to ensure progress toward student-centered goals. Specifically, in Aqua 

Valley, the instructional coach partnerships support the implementation of research-based best 

practices. While the notion of coaches as leaders was a theme in the survey responses and semi-

structured interview responses of instructional coaches examined in Chapter Four, leadership 

was inconsistently identified by both principals and teachers. 

The instructional coaches must take the lead in the development and application of an 

instructional playbook intended to help educators identify the highest-impact strategies, lead to 

deep knowledge, build a shared vocabulary all while reducing stress and fostering hope (Knight 

et al., 2020, pp. 5–7). The Aqua Valley instructional playbook should be developed using the 

district list of evidence based instructional strategies. The strategies include cooperative 

learning, concept mapping, feedback, formative evaluation (formative assessment), goals, spaced 

practice, mastery learning, matching style of learning, metacognitive strategies, problem-solving 

teaching, self-verbalization and self-questioning, worked examples, and questioning. See 

Appendix A for a description of each item and the effect size. 
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To ensure that the coaches are well-versed in the strategies included in the Aqua Valley 

playbook, they should be provided professional learning opportunities in each. Book studies, 

workshops, and lesson studies would all be impactful ways to understand each strategy. Further, 

it would be ideal to have instructional coaches model these strategies in Aqua Valley classrooms 

with students. “In order to demonstrate competence, instructional coaches need to be able to 

speak from their current practice” (Anderson & Wallin, 2018, p. 56). Implementing the strategies 

themselves would help the coaches understand how the strategies should actualize when 

implemented and how to make adjustments based on teacher needs without losing the integrity of 

the evidence based approaches. 

Strategy 4: Build in Plan Time 

Plan time was not a strong theme in the survey or semi-structured interview responses.  

However, building in plan time can support remaining connected to students, remaining focused 

on the goal, and developing leadership skills. During the plan time, teachers and coaches can 

identify where and when in a coaching cycle it would be purposeful and meaningful for 

instructional coaches to be in the classroom. In one cycle, it may be at the start to establish a 

clear and measurable goal based on current reality. In another cycle, it may be to model a new 

instructional strategy for a teacher who is unsure of how to implement the new skill they are 

learning. In yet another cycle, it may be to talk with students about how the new strategy or 

routine is impacting their attitudes toward learning. Instructional coaches and teachers should be 

provided the latitude to decide when a presence in the classroom would be most beneficial based 

on the purpose of the coaching partnership. 

Building in plan time can support the development of leadership skills in coaches when 

they are acting as strategy experts and lead learners. Change in classroom practice is driven by 



137  

teachers learning a new strategy or refining the implementation of an existing strategy (Knight et 

al., 2020). In the middle of the coaching cycle, the focus of the plan time should be on learning 

or refining the new strategy. The instructional coach can be positioned as the strategy expert; in 

Aqua Valley, this would be a particular focus on the evidence based strategies in Appendix A. If 

the given goal or situation calls for a strategy that is not included in the playbook, the coach can 

take on the role of lead learner by researching other strategy options to present them to the 

teacher for exploration. 

Building in plan time can support the practice of goal setting. Specifically, the 

instructional coach and teacher should use the initial meeting to identify a possible goal and the 

additional information needed to set the goal. Once the additional information is gathered, the 

teacher and instructional coach should use that information to set a clear and measurable goal. 

Revisiting the goal should be a driving theme behind the subsequent plan time meetings (Knight, 

2018b; Van Nieuwerburgh, 2020). 

Strategy 5: Evaluate the Program 

 In order to gauge the impact of the four strategies described above, Aqua Valley needs to 

determine how they will evaluate the changes and the instructional coaching program.  

Evaluating the program can be a positive process in that ensures the right people are in the right 

roles, assists with identifying needed resources including training, checks alignment between the 

program and school or district goals, supports providing feedback aligned to program goals and 

identifying areas of growth or improvement (Thomas, et al, 2021).  While the Seven Success 

Factors (Thomas, et al., 2021) may prove useful if Aqua Valley continues to implement Knight’s 

model (2007, 2018b), what is most important is that they identify the quality indicators of their 

individual program in order to conduct ongoing program evaluation. 
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Conclusion 

The strategies and actions described in this section will help move the Aqua Valley 

instructional coaching program from the current state (As-Is: Appendix F) into the idealized state 

(To-Be: Appendix F). The suggested strategies include actions aligned to addressing remaining 

connected to students, developing leadership skills, remaining focused on the goal, all supported 

through building in plan time. These recommendations are based on the evidence gathered from 

the surveys and semi-structured interview as well as the findings of the literature review. The 

next chapter discusses policy recommendations intended to support implementation of the 

described strategies and actions. 
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Chapter Seven: Implications and Policy Recommendations 

This study has illustrated the presence of building relationships, remaining connected to 

students, developing leadership skills, modeling for teachers, building in plan time, and 

remaining focused on the goal as measured through the perspectives of instructional coaches, 

teachers, and principals. The change plan is intended to move the Aqua Valley instructional 

coaching program toward fully implementing each key component of instructional coaching. 

The specific components that are the focus of change are remaining connected to students, 

developing leadership skills, remaining focused on the goal, and building in plan time. To ensure 

these components remain in place, they need to be a part of a larger context of professional 

learning plans and policies. This chapter discusses recommendations to support effective 

instructional coaching programs, including how the state board of education requires 

documentation related to professional learning and a requirement that instructional coaching is a 

component in all district professional learning plans. 

There are several features to instructional coaching that make it a deeply efficacious 

approach to professional learning. Among them is the job-embedded nature of learning through 

coaching. Coaching helps to make connections between professional development and research 

to actualization in classrooms. Too often, professional development does not have follow-up 

implementation plans so the teachers do not implement the new ideas learned (Joyce and 

Showers, 1996). The consistent presence of instructional coaches can provide the support 

teachers need to identify goals for professional improvement, plan for the implementation of new 

instructional strategies, and refine the implementation based on data such as classroom 

observation and student assessment of learning. 

Illinois public school districts are required to submit institute day plans to the regional 
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offices of education (North Cook Intermediate Service Center and Regional Office of Education, 

n.d.). The requirements for ISBE submission include district demographic information such as 

district name, location and state-assigned number as well as the specific date or dates of the 

events and the number of professional development hours to be issued. In terms of details related 

to planning, the form requires a list of staff who were a part of the planning process, which must 

reflect a total of 50% teachers, 25% administrators, and 25% school service personnel. Lastly, 

the form includes a small section to describe the theme and objective of the institute day, an 

upload of the agenda, and a place to indicate that the district superintendent has approved the 

plan. However, outside of compliance, ISBE does not monitor the content of the form and so 

context and impact of learning is not a requirement for accountability. 

Learning Forward (2021), a national professional learning organization, publishes 

standards that the Illinois State Board of Education already employs as a part of the professional 

development approval process. The Learning Design standard states that “Professional learning 

that increases educator effectiveness and results for all students integrates theories, research, and 

models of human learning to achieve its intended outcomes” (Standards section, para. 4). The 

proposed policy requiring instructional coaching aligns with this standard because it is an 

efficacious model for adult learning. 

Horsford et al. (2019) describe various governance regimes for school restructuring. 

Among the governance models is the professional regime, which includes essential resources 

such as educator expertise and is based on the premise that there is local control over instruction, 

professional growth, and development (p. 93). Shipps (2012) explained that a Professional 

Regime relies on classroom educators who expertise in teaching and learning is at the center of 

decision making and governance.  Its form of accountability relies primarily on professional 
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discretion, constrained by norms of professional practice, and influenced by pedagogical values. 

I am recommending that the Illinois State Board of Education institute a policy that 

requires districts to implement professional learning plans that include instructional coaching 

models. Districts should be afforded the opportunities to select the instructional coaching model 

and deployment method, which would be a required part of board of education policy manuals. 

Requiring instructional coaching would ensure that teachers and staff have access to high-quality 

professional learning that is job-embedded and customized to meet their needs. The next section 

includes a policy statement that describes what this recommendation could potentially appear as. 

Policy Statement 

The policy that I am recommending is that school districts are responsible for designing 

professional learning plans for staff that include job-embedded and ongoing learning through the 

implementation of instructional coaching. The instructional coaching programs should include 

how to address the key components of effective programs: building relationships, remaining 

connected to students, developing leadership skills, modeling for teachers, building in plan time, 

and remaining focused on the goal. Individual districts are responsible for selecting and 

developing the deployment model, evaluating the effectiveness, and submitting this information 

to the Regional Office of Education. 

I am recommending this policy so that districts are required to include instructional 

coaching as a part of their professional learning plans with the latitude to create a program that 

meets the needs of local students. The inclusion of the six key components will ensure that the 

programs developed by each district have the components needed for the instructional coaching 

program to be as effective as possible in terms of improving teacher practice and thus student 

learning. 
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Analysis of Need 

Educational 

This policy recommendation is directly related to teaching and learning. Implementing 

strategies proven to positively impact student learning can be increased and improved through 

instructional coaching models (Hattie, 2010; Knight, 2018b). Requiring that districts submit 

plans that include instructional coaching to their local regional office of education and that 

school boards have a policy detailing how instructional coaching will be implemented will 

ensure that staff have access to the support needed to implement strategies targeted at meeting 

students’ needs. 

A key component of effective instructional coaching is a connection to students 

(Anderson and Wallin, 2018). This can be achieved through working with teachers directly in the 

classroom while students are present for a sustained period. Through instructional coaching, 

teachers improve practices related to student outcomes due to student-focused goals. Teachers 

also retain professional agency when they are permitted to select the student-focused goals and 

strategies they learn through coaching partnerships. 

Instructional coaches act as leaders in a school community (Anderson and Wallin, 2018; 

Knight, 2018b). They are a conduit for change by facilitating collaboration between 

administration and staff focused on student learning. By working directly with staff, instructional 

coaches can take the ideas from district strategic plans and school improvement plans and bring 

them to fruition in the classroom. 

Illinois has recently made an effort to provide coaching to districts through the Illinois 

Virtual Instructional Coach and Building Mentor Program (Illinois State Board of Education, 

n.d.) which is designed to support first year teachers by providing: 
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• A virtual instructional coach, certified in the same area of instruction, who is trained to 

provide support for beginning teachers in online instruction, social-emotional learning, 

and trauma-informed practices 

• A trained and certified building mentor whose sole responsibility is to make the new 

teacher feel welcomed, supported, and connected in their new school 

• Access to a robust virtual coaching platform with an online library of resources and a 

way to connect to other first year teachers 

• Support and feedback via one-on-one and small group virtual coaching sessions 

This effort to provide new teachers support does not reflect each of the effective 

components of instructional coaching discussed in the literature review.  The opportunity to build 

relationships is inherent in the program when the mentor and virtual instructional coach are 

meeting regularly with the new teacher. However, the model of virtual coaching groups of 

teachers on specific areas such as online instruction and social emotional learning make it less 

likely that there is a strong connection to students, opportunity for modeling, positioning the 

coaches as lead learners, and building in plan time and goals specific to the teacher. This study 

did not examine the components of effective virtual coaching so there may not be alignment 

between the outcomes of this study and the goals of Illinois’ program. 

Economic 

The economic implications of this policy may be significant for some districts.  

Instructional coaches should be experienced teachers, and according to payscale.com, the 

average salary for a teacher with 10–19 years of experience is $54,000 (n.d.). The specific 

number of instructional coaches needed in a particular district would depend on the funding 

allocated for instructional coaching positions. The selected staffing model may vary from one 
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coach per 25 teachers to one coach for the entire district, which would impact costs. Table 29 

shows a comparison of what the costs to staff an instructional coaching program may be 

depending on the number of coaches hired. 

Table 29 

Estimated Costs of Coaching Programs- Staff 

Number of Coaches Estimated Total Salary Cost 

1 $54,000 

2 $108,000 

3 $162,000 

4 $216,000 

5 $270,000 

 

Coaches need professional learning and growth, as do all educators. Once a district 

selects a model, the instructional coaching team and supervising administrators will need 

training. The cost of the training will vary depending on the model. For example, Jim Knight 

offers a 16-week intensive institute at a cost of $1,995 per participant (Instructional Coaching 

Group, n.d.). Costs for travel and other supplies may also be incurred. One way this cost may be 

offset is using Title I or Title II grant funds, which can be used to support professional learning. 

Instructional coaching would support the growth of skills and optimize teacher talent, 

which could result in long-term savings by avoiding repeated professional development and 

remediation of staff. Student growth should increase as teacher efficacy increases, reducing the 

need for remediation and possibly increasing teacher retention. Additionally, the district may 

save costs on hiring outside consultants to plan and facilitate professional development as 
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coaches could serve in this role. 

The state and districts may incur costs through the process of updating and 

communicating new policy language. While there is a process for this work in place, this 

addition would be included in the process. The state may need to hire additional staff to closely 

review submitted professional learning plans to ensure that a clear coaching model is included. 

Social 

Prior to the global COVID-19 pandemic, districts were already examining ways to 

improve teaching and learning through the application of high-impact instructional strategies. 

Post-pandemic, teachers and students need support more than ever before. The addition of an 

instructional coaching program may help teachers accurately diagnose student learning needs, set 

meaningful learning goals, and implement new strategies to achieve these goals. 

While summer recess can be a restorative time, teachers will likely return to school 

feeling anxious, nervous, and unsure. Instructional coaches can provide emotional and social 

support while helping teachers learn new strategies. They can provide a second set of eyes and 

ears in the classroom to help the teacher process what is going on and how it should be 

incorporated into planning for teaching and learning. 

Teachers are knowledge workers who are paid to think for a living (Drucker, 1959).  

They should be provided the respect and agency of all knowledge workers.  This can be 

actualized through self-directed and meaningful learning opportunities such as those afforded 

through personalized instructional coaching partnerships. This approach may not only keep 

people engaged in the teaching profession but may also attract much-needed individuals who 

may be new to the profession. 

 



146  

Political 

As with any change, there are benefits and drawbacks that should be carefully weighed.  

The many benefits of instructional coaching for teachers and students have been outlined 

throughout this study. To recap, through instructional coaching, teachers sharpen and gain new 

instructional skills. When teacher practice improves in such a way that it aligns with student 

needs, students benefit from increased opportunities for learning and growth. Instructional 

coaches serve as leaders who provide additional support to administrators and teachers alike, 

particularly when implementing new ideas and initiatives. 

The cost of implementing an instructional coaching program may be significant to some 

districts. The initial outlay may be steep, while the long-term benefits should reduce costs around 

teacher training and student remediation. There may be many districts that do not have the fund 

balance to be able to implement this policy.  Similarly, the State of Illinois would likely not be 

able to fund this policy or mandate. They could, however, outline how federal and state grant 

monies may be used for this purpose. 

Another drawback could come in the form of staff resistance. Effective partnership with 

an instructional coach calls for a teacher to be very vulnerable. The teacher must open up the 

classroom to show what is working well and what is not working well. Through the reflection 

process inherent in coaching, the teacher may discover areas of growth that were previously 

unknown. Staff may also view working with a coach as something that requires extra time, given 

all the other demands and responsibilities placed on teachers. 

School boards are charged with setting the vision of a school district and the staff are 

charged with executing against that vision. Planning for and implementing an effective 

instructional coaching program is not a quick process. If a board doesn’t have a clear 
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understanding of the purpose of the program, the timeline for implementation, and benchmarks 

of success along the way, they may decide to terminate funding for an instructional coaching 

program prematurely. In the event the budget is shrinking a school board may decide to 

reallocate all staffing funds to those who work directly with students, thus eliminating support 

positions such as instructional coaches. 

Districts may outline well-detailed plans for instructional coaching, but how it all plays 

out may not appear the same way. An administrator under duress trying to cover classrooms 

without substitutes or needing assistance with projects such as organizing assessment data may 

task a coach with this work. The more a coach is pulled away from the work of a coach, the less 

impact the model will actually have. 

Support for teacher professional development has been unstable at the federal level in 

recent years. This is highlighted by the 2019 proposed cut to Title II funding which is directly 

used for teacher professional development (Harris, 2019). Although the use of funds is a local 

decision and the cuts did not come to fruition, this action was a sign of the value the federal 

government places on training educators. 

Legal 

Illinois School Code 105 ILCS 5 (Illinois General Assembly, n.d.) includes requirements 

for teacher licensure, license renewal, mentoring programs, and institute days. The state 

legislator would need to work with stakeholders to develop a new professional development 

requirement for instructional coaching as a part of the school code. The language would need to 

be clear in calling for instructional coaching but flexible enough for local school districts to 

develop their own models. The amended school code could then be used to develop a policy 

regarding instructional coaching. Legal firms that work with school boards often provide 
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boilerplate language to use for developing school board policy. With this policy 

recommendation, these firms would need to develop the language and provide support in 

implementation. Illinois School Code 105 ILCS 5 pertaining to instructional coaching can 

sometimes be a gray area when it comes to teacher evaluation. 

Local school districts would need to work closely with the union executive team to 

ensure that the instructional coaching model is clear and aligned with district philosophy around 

teacher expectation and evaluation. One district in the state of Illinois provides an example of 

this.  Maine Township High School District 207 (n.d.) has included instructional coaching in 

their collective bargaining agreement. Specifically, the contract reads as follows: 

Coaching Plans. All teachers are required to create and complete an annual coaching plan in 

conjunction with instructional coaches as approved by the administration and outlined in the 

Plan.  While a district professional development plan and policy can support the implementation 

of coaching, this example shows how a collective bargaining agreement can specify the 

expectation for each teacher. 

Moral and Ethical 

Instructional coaching can improve the educational experience for students by improving 

teacher practice. Educators have a moral imperative to improve education for children (Wagner, 

et al. 2006). Teachers must have the skills to be able to understand both what students are to 

learn and able to do and where the current class of students are in relation to these expectations. 

The work is complicated and complex. In most cases, teachers are a single force in a classroom 

and do not have on-the-spot thinking partners to assist them through the work. This is where 

instructional coaches can come in and help. Collaborative work and thinking can result in 

significant gains for teachers and students. 
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As this study has outlined, there is a great deal of research that point toward the impact of 

instructional coaching and evidence based instructional practices. Additionally, there are 

examples of how this research can be put into action. It is our responsibility to do what is best 

when we know what it is and have the resources to do so. 

Implications for Staff and Community Relationships 

Relationships are the foundation of instructional coaching (Anderson & Wallin, 2018). 

For staff to partner with coaches, trust must be built. This allows for the teacher to openly share 

what is not going well and to be open to learning from the instructional coach. The instructional 

coach must also have a trusting relationship with the administration as they work closely 

together. Knight (2018) outlines the Partnership Principles, which can help facilitate these 

important relationships. 

It is important for the larger community to understand what instructional coaching 

resources are for and are able to see the direct impact in the classroom. The school board should 

work closely with the superintendent to understand the purpose of the program to be a champion 

for it in the community. The district and school administration should develop a communication 

plan aimed at outlining what instructional coaches do, what it means for teachers, and ultimately 

what it means for students. 

The significant financial commitment of adding an instructional coaching program may 

impact other programing if it is cut or unavailable due to lack of finances. Depending on the 

programing, this may impact relationships for all stakeholders—students, teachers, 

administrators, and parents. As an example, a district may need to reduce the number of electives 

or specials offered to secure funding for instructional coaching. This may cause students who 

enjoyed the elective or specials that were removed, and their parents, to feel upset or 
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disappointed. Teachers who facilitated these classes may lose their jobs, and administrators may 

need to restructure building schedules to account for the change in course offerings. 

Conclusion 

A state requirement and local board policy to include instructional coaching in 

professional development for staff can ensure that all teachers have access to job-embedded and 

ongoing learning. The policy should require districts to include the six components of effective 

instructional coaching in their programing while allowing the latitude to build the program based 

on local student needs. This approach can ensure teacher growth in practice and thus student 

growth in learning. The concluding chapter that follows reviews why I conducted this study, 

reviews the policy statement proposed in this chapter, and describes the leadership lessons I have 

learned through this process. 
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Chapter Eight: Conclusion 

This study examined the perspectives of instructional coaches, principals, and teachers regarding 

the presence of the key components of instructional coaching in the Aqua Valley School District. 

The key components include building relationships, remaining connected to students, developing 

leadership skills, modeling for teachers, building in plan time, and remaining focused on goals. 

Data gathered via anonymous surveys and semi-structured interviews revealed the areas for 

improvement in the Aqua Valley instructional coaching program: remaining connected to 

students, developing leadership skills, remaining focused on the goal, and building in plan time. 

Chapter Six provided detailed strategies and actions to address these areas for improvement. 

Discussion 

I chose to study perspectives on the instructional coaching program at Aqua Valley 

because I initiated and grew the program fueled by my belief that the job-embedded, ongoing 

nature of professional learning that instructional coaching provides supports both teacher and 

student growth. Prior to this study, anecdotal and some formal data existed to examine the 

program, but there was a lack of program-specific data to support whether the program was 

effective in influencing teacher and student growth. By examining the perspectives on the 

presence of key components of an effective program, I would be able to use the results to 

identify strengths and areas of growth within the program. 

Through examining the perspectives of instructional coaches, teachers, and principals, I 

discovered that some of the key components of effective instructional coaching as identified by 

Anderson and Wallin (2018) were present while others were not. Specifically, the Aqua Valley 

School District instructional coaching program should bolster practices related to remaining 

connected to students, remaining focused on the goal, developing leadership skills, and planning 
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time. 

To ensure a highly effective program in the future, I am recommending that the Illinois 

State Board of Education institute a policy that requires districts to implement professional 

learning plans that include instructional coaching models. Districts should be afforded the 

opportunities to select the instructional coaching model and deployment method, which would be 

a required part of board of education policy manuals. Requiring instructional coaching would 

ensure that teachers and staff have access to high-quality professional learning that is job- 

embedded and customized to meet their needs. 

Policy Statement 

The policy that I am recommending is that school districts are responsible for designing 

professional learning plans for staff that include job-embedded and ongoing learning through the 

implementation of instructional coaching. The instructional coaching programs should include 

how to address the key components of effective programs: building relationships, remaining 

connected to students, developing leadership skills, modeling for teachers, building in plan time, 

and remaining focused on the goal. Individual districts are responsible for selecting and 

developing the deployment model, evaluating the effectiveness, and submitting this information 

to the Regional Office of Education. 

The proposed policy would hold districts such as the Aqua Valley School District 

accountable for implementing high-quality professional development support for staff. 

Specifically, in the case of instructional coaching, it could help promote the inclusion of each of 

the six key components of an effective program and provide a means of measuring 

implementation. 
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Leadership Lessons 

The experience of examining a program I helped to develop and then moving out of the 

supervisory and coordinator role part way through the study helped me to see the results through 

different perspectives while growing myself as a leader.  The leadership lessons resulting from 

this study included viewing change and evaluation through the lens of the 4 C’s (Wagner et al., 

2006), a deeper understanding of the key components of effective coaching (Anderson & Wallin, 

2018), the role of communication regarding purpose of and expectations for an instructional 

coaching program, and providing adequate support for instructional coaches’ goal-setting and 

monitoring programing. As administrators and other stakeholders work together to implement 

coaching programs, the lens of the 4 C’s combined with the key components can ensure that the 

program is built upon a strong, research-based foundation. 

Wagner et al. (2006) describe the 4 C’s, a four-part framework for leaders to apply when 

examining the need for change. The 4 C’s include context, culture, conditions, and competencies. 

Context serves as the framework’s foundation and entails features such as systems, skill 

demands, and expectations on stakeholders, including administration, teaching staff, and 

students. The remaining C’s—culture, conditions, and competencies—take place within the 

context. Culture refers to the shared values, beliefs, assumptions, and relationships within the 

organization. This framework expanded how I view change in how it laid out the various facets, 

and each of these facets must be considered when evaluating a program. 

Similarly, districts that are implementing a new program or evaluating a program may 

consider these facets when moving through the process.  An effective coach promotes building 

teacher capacity for delivering impactful instruction (Anderson & Wallin, 2018). Anderson and 

Wallin (2018) suggest six tips to help coaches ensure their program is effective: build 
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relationships, remain connected to students, develop leadership skills, model for teachers, build 

in planning time, and remain focused on the goal. Although Aqua Valley School District’s 

instructional coaching program is rooted in Knight’s Impact Cycle (2017), his book about how to 

evaluate a program Evaluating Instructional Coaching was not released until 2021. Utilizing 

Anderson and Wallin’s tips provided a new perspective on how to examine the Aqua Valley 

program in combination with the 4 C’s framework (Wagner et al., 2006). This perspective could 

be extended to other districts that are seeking to either evaluate or develop an instructional 

coaching program. 

Prior to this study, there was anecdotal data to illustrate whether the Aqua Valley 

instructional coaching program was effective. While the program had a purpose statement, the 

specifics around how to measure it were unclear. Setting very clear intentions for the program 

using quality indicators, identifying data sources to monitor these indicators, and collecting data 

and evidence over time is a sounder way to measure progress toward intended outcomes. The 

study of Aqua Valley’s instructional coaching program reinforced the need for a clear program 

purpose and goals, a plan for measuring program goals, and the need for clear and frequent 

communication regarding program purpose and expectations. While the details of this program 

evaluation approach were specific to instructional coaching, the broader ideas could be applied to 

any educational program. 

Conclusion 

The impact of coaching can be profound as Atwul Gwande (2011) “Coaching done well 

may be the most effective intervention designed for human performance” (“Personal Best,” para. 

94) . The study of the Aqua Valley instructional coaching program demonstrated the presence of 

effective practices as well as areas for growth. To ensure that the effective practices are in place, 
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the district would benefit from long-term planning to include regular program evaluation around 

key performance indicators. The presence of a state-wide policy to require instructional coaching 

as a part of all district professional learning plans could provide the necessary resources for 

instructional coaching programs to benefit teachers and students. 
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Appendix A: Evidence-Based Instructional Strategies 

Aqua Valley School District 

Academics: Evidence-Based Instructional Strategies 

The purpose of this checklist is to define the target below. 

Use district supported evidence-based instructional strategies 
 

These instructional strategies are from the book Visible Learning by John Hattie.  The items 

included below have been identified as the most effective practices in teaching in terms of 

impacting student achievement.  When implemented with fidelity, those with an effective size of 

.4 or greater can yield higher results.  You can learn more about his meta-analysis of over 800 

research studies by visiting the website below. http://visible-learning.org/  

 

Strategy Description Effect Size (2017) 
note that these are 

enduring yet fluid as 

the research evolves! 

Yes or No 

Formative 

evaluation 

(Formative 

assessment) 

A type of systematic feedback based 

on intended learning outcomes 

.48  

Feedback Specific to where a student is in 

relation to his or her learning goal 

.70  

Spaced practice Students receive exposure to learning 

and opportunities for practice during 

three to four exposures, usually over 

several days 

.60  

Metacognitive 

strategies 

Includes planning how to approach a 

given task, evaluating progress, and 

monitoring comprehension/skill 

acquisition 

.60  

Self- 

verbalization 

 and Self-

questioning  

Explaining one’s thinking, questioning 

one’s thinking 

.55  

Problem-solving 

teaching 

Defining or determining the cause of a 

problem, developing solutions 

 

.68  

 

Concept 

mapping 

Develop graphical representation of 

the concept being learned, organized 

by priorities and related ideas 

.64  

http://visible-learning.org/
https://visible-learning.org/backup-hattie-ranking-256-effects-2017/
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Cooperative 

learning 

Students work together to accomplish 

shared learning goals 

.40  

Mastery learning Providing clear explanations of what it 

means to “master” material being 

taught 

.57  

Worked 

examples 

Consist of a problem statement and 

steps to arriving at a solution; exposure 

to example, practice, application 

.37  

Goals Setting challenging yet reasonable 

data-based goals  

.58  

Questioning Questions that lead students to 

thoughtful and reflective answers to 

facilitate higher-order thinking 

.48  

Matching style 

of learning 

Determining students’ learning styles 

and matching learning activities to the 

styles 

.31  
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Appendix B: Google Form Survey Questions 

 

“Effective Instructional Coaching: What Does It Mean to You?” 

 

All Participants 

1. What is your role? 

2. How long have you been in that role? 

3. What do you see as the key components of an effective coaching program? 

4. What are the characteristics of an effective instructional coach? 

5. Are you willing to participate in a Google Meet semi-structured interview? If you answer 

yes, you will be directed to another survey to ensure anonymity in this one. 

Coaches 

6. Why did you want to become an instructional coach? 

7. What professional development has been most impactful on your coaching practice? 

8. How do you ensure that teachers continue to implement the strategies they have learned 

after the coaching cycle is over? 

9. What are your strengths as an instructional coach? 

10. What are your areas for growth as an instructional coach? 

11. Please share additional comments about your role as an instructional coach. 

Teachers 

6. Why did you want to work with an instructional coach? 

7. What impact did working with an instructional coach have on your professional practice? 

8. Did you continue to regularly implement what you learned when partnering with an 

instructional coach? 

9. Would you work with a coach again?  Why or why not? 
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10. Please share additional comments about working with an instructional coach. 

Principals 

6. What value do you think coaches bring to your school? 

7. What impact do you think coaches have on instructional practices in your school? 

8. What would you like to see coaches do differently? 

9. Please share additional comments about working with an instructional coach. 
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Appendix C: Interview Participation Questions 

1. Thank you for volunteering to participate in a semi-structured interview via Google 

Meets.  Note that this survey is separate from the one you just completed regarding 

instructional coaching to protect your anonymity.  Please include your first and last name 

in the space below.  If you choose not to participate, there will be no repercussions. 

2. Please include your preferred mode of contact and contact information below. 
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Appendix D: Interview Questions 

All Participants 

1. What is your opinion about the importance of planning time for the teacher and coach?  

What should planning time entail? 

2. What is essential in a coaching cycle to ensure focus on the goal of improving 

instruction? 

3. In what ways do you think coaches are leaders and/or should be leaders? 

4. What is your opinion about the role of modeling during a coaching cycle?  Specifically, a 

coach modeling how to execute a lesson or instructional strategy while a teacher 

observes? 

5. What are the most effective ways that coaches can stay connected to students? 

6. What role do you think video should play in a coaching cycle?  Is that the current reality 

in Skokie? 

7. Many respondents shared ideas around coaches having knowledge and expertise in 

instructional strategies.  What does “having knowledge and expertise in strategies” mean 

to you? 

8. Is there anything else you’d like to share? 

 

Teachers- Additional Question 

1. How often are your goals with coaches about students? 

 

Coaches- Additional Questions 

1. How often is your work with teachers focused on students?   

2. Aside from informally checking in, what are other ways to support continued 

implementation after the coaching cycle is over? 

3. Research indicates workshops are not often the most effective form of PD; however, this 

was the most provided answer for impactful coaching PD,  specifically training with Jim 

Knight and Illinois Council of Instructional Coaching.  Why do you think that is? 

 

Principals- Additional Questions 

1. What does the ideal partnership between coach and principal look like? 

2. How do you think students fit into a coaching program? 
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Appendix E: Consent Letter 

Informed Consent Observation Interview  

 

Email Greeting: 

 

Hello,  

 

As you may know, I am currently studying effective instructional coaching to achieve my 

doctoral degree from National Louis University.  You are receiving this email because I have 

identified you as a possible participant in my study because you are either an instructional coach, 

a principal working with coaches, or a teacher who has partnered/is partnering with a coach.   

 

Please read the information below for more details about my research and what it means 

to be a participant.  Participation is completely voluntary and should take approximately 15 

minutes.  If you choose to participate, please click here to complete the survey.  

 

I realize this request is coming at a very busy and difficult time due to mandated school 

closures.  Thank you very much for considering to participate in my study. 

 

Sincerely, 

          

Becky Mathison 

 

Attached letter: 

 

My name is Rebecca Mathison, and I am a doctoral candidate at National Louis University. I 

am asking you to participate in this study, “Effective Instructional Coaching,” occurring from 

April 2020 to November 2020. The purpose of this study is to understand the components of an 

effective instructional coaching program. This study will help researchers develop a deeper 

understanding of coaching that can guide ongoing professional development and contribute to 

the body of coaching literature. This form outlines the purpose of the study and provides a 

description of your involvement and rights as a participant.  

 

By signing below, you are providing consent to participate in a research project conducted by 

Rebecca Mathison, doctoral candidate, at National Louis University, Chicago.  

 

Please understand that the purpose of the study is to explore the process and impact of induction 

coaching and not to evaluate coaching or teaching.  

 

Participation in this study will include the following:  

● One online survey taken at your convenience.  Completing the online survey should take 

approximately 15 minutes. 

● One Google Meet semi-structured interview scheduled at your convenience in the fall, 

winter, or spring of the 2020–2021 academic year. 
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o Interviews will last up to 30 minutes and include up to 10 questions to understand 

the key components of an effective instructional coaching program. 

o Interviews will be recorded, and participants may view and have final approval on 

the content of interview transcripts. 

 

Your participation is voluntary and can be discontinued at any time without penalty or bias. The 

results of this study may be published or otherwise reported at conferences and employed to 

inform coaching practices at Aqua Valley, but participants’ identities will in no way be revealed 

(data will be reported anonymously and bear no identifiers that could connect data to individual 

participants). To ensure confidentiality, the researcher will secure recordings and transcripts in a 

password-protected online file. Only I will have access to data.  

 

There are no anticipated risks or benefits. Further, the information gained from this study could 

be useful to Aqua Valley School District and other schools and school districts looking to initiate 

or refine instructional coaching.  The information gathered will not be used to evaluate the 

performance of instructional coaches, principals, or teachers. Upon request, you may receive 

summary results from this study and copies of any publications that may occur.  

 

Please email the researcher, Rebecca Mathison, at rdaniels3@nl.edu to request results from this 

study. In the event that you have questions or require additional information, please contact the 

researcher via email.  

 

If you have any concerns or questions before or during participation that have not been addressed 

by the researcher, you may contact Dr. Christine Nelson, the Dissertation Chair, at 

cnelson34@nl.edu.  Thank you for your consideration.  

 

Consent: I understand that by signing below, I am agreeing to participate in the study, “Effective 

Instructional Coaching.” My participation will consist of the activities below: 

● One online survey taken at your convenience.  Completing the online survey should take 

approximately 15 minutes. 

● One individual interview scheduled at your convenience in the fall, winter, or spring of 

the 2020–2021 academic year. 

o Interviews will last up to 45 minutes and include up to 10 questions to understand 

how new coaches develop, conceptualize, and enact their practice. 

o Interviews will be recorded, and participants may view and have final approval on 

the content of interview transcripts. 

 

Participant’s Signature ___________________________________________________ 

 

Date _________________________  

mailto:cnelson34@nl.edu
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Appendix F: As-Is, To-Be Charts 
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Appendix G: Action and Strategy Chart 

Action Strategy 

Increasing connection to students 

through instructional coaches having 

purposeful presence in the classroom 

● Clear and measurable expectation for coaches to 

be in classrooms 

● Communication to all staff about expectation and 

purpose of instructional coaches being in 

classrooms regularly 

● Develop bank of data collection tools for coaches 

to utilize 

● Modeling strategies for teachers can provide 

opportunity for purposeful time in classroom 

● Include number of classroom visits on coaching 

log 

● Using plan time to identify purpose of being in 

classroom 

Setting goals for coaching 

partnerships that incorporate student 

outcomes and consider learning 

standards 

● Develop bank of example goals for coaches to 

reference; include examples that match with a 

variety of goals 

● Professional learning for coaches around goal 

setting and measurement 

● Have a place for coaches to share with other 

coaches the goals being worked on 

● Program supervisor regularly checks coaching 

logs for goals and follows up with coaches when 

they are not present 

● Using plan time to set goals 

Coaches as strategy experts and lead 

learners 

● Develop instructional playbook 

● Professional learning for coaches around 

strategies in playbook 

● Using plan time to share strategies 

Evaluate the program and changes ● Determine quality indicators based on program 

adjustments 

● Identify data sources  

● Develop timeline for progress monitoring 
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