
  

  

  

   

    

   

    
   
   

    
  

Exploring the Meanings of 
Cognitive Coaching 

To know what is important to you, to have a real sense of 

who you are and what would be deeply satisfying and 

archetypally true, is not enough. You must also have the 

courage to act. Courage is a willingness to act from the heart, 

to let your heart lead the way, not knowing what will be re- 

quired of you next, or if you can do it. 
—Jean Shinoda Bolen 

A fter observing Cognitive Coaching for the first time, educa- 

tors often make comments like these: 

* The coach didn’t make any value judgments; the other per- 

son had to judge for himself. 

* There was a lot of silence after the coach’s questions; she 
made the person think. 

* The coach gave no advice or recommendations; instead she 
asked her partner to suggest what should be done.   
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» The coach seemed to have a strategy in mind, like he knew 

where he was going. 

* The coach listened; she reflected back what the person said 

and clarified a lot. 

- Cognitive Coaching seems to be like a Socratic dialogue in a 

form of inquiry. 

ndergone Cognitive Coaching for the first time 
have u People who ments such as these: 

often reflect on the experience with com 

* [became much clearer about my plans and how to achieve 

them. 

+ [felt that the coach understood my problem and the goals I 

had in mind. I have a better handle on my problem now. 

~ The coach really made me think. She made my brain “sweat”! 

- | want to know how I can learn to use this process in my 

work! 

with all of these comments, the essence of Cog- 
ugh we agree ‘ 

Nite . these observations capture. In 
nitive Coaching is much more than 

this chapter, we offer an overview of the model to serve as a basis 

for the detailed discussions of Cognitive Coaching theory and 

practice that follow. 

A SNAPSHOT OF COGNITIVE COACHING 

Research demonstrates that teachers with higher conceptual a 

are more adaptive and flexible in their teaching style. ey i ta 

accordance with a disciplined commitment to human values, = 

they produce higher achieving students who are more cooper m 

and involved in their work.” Cognitive Coaching increases a 

pacities for sound decision making and self-directedness, w 

helps to achieve goals like these. 

eee a 

At one level, Cognitive Coaching is a simple model for oe 

tions about planning, reflecting, or problem resolving. “ a 

levels, Cognitive Coaching serves as the nucleus for profess 
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communities that honor autonomy, encourage interdependence, 
and produce high achievement. 

Cognitive Coaching is a nonjudgmental, developmental, reflective 
model derived from a blend of the psychological orientations of 
cognitive theorists and the interpersonal bonding of humanists. 
The model is informed by current work in brain research, 
constructivist learning theory, and practices that best promote 
learning. 

Fundamental to the model is the focus on a practitioner’s cogni- 
tive development. This focus is based on the belief that growth is 
achieved through the development of intellectual functioning. 
Therefore, the coaching interaction focuses on mediating a 
practitioner’s thinking, perceptions, beliefs, and assumptions to- 
ward the goals of self-directed learning and increased complexity 
of cognitive processing. 

Cognitive Coaching strengthens professional performance by en- 
hancing one’s ability to examine familiar patterns of practice and 
reconsider underlying assumptions that guide and direct action. 
Cognitive Coaching’s unique contribution is that it influences an- 
other person’s thought processes. Cognitive Coaching is system- 
atic, rigorous, and data-based. The initial purpose of this model is 
to enhance an individual’s capacity for self-directed learning 
through self-management, self-monitoring, and self-modification. 

We find a useful metaphor for the essence of Cognitive Coaching 
in the story of a boy watching a butterfly emerge from its chrysa- 
lis. The boy observed the chrysalis closely each day until the cas- 
ing broke away and a small opening appeared. The boy could see 
the butterfly’s head, and, as the butterfly began to emerge, an an- 
tenna appeared, then one leg. 

The boy watched the butterfly for several hours as it struggled to 
force its body through the small aperture. Then the butterfly 
seemed to stop making any progress. It appeared as if the butterfly 
could go no farther. So the boy decided to help. He scratched away 
the remaining scales of the confining cocoon with his thumbnail, 
and the butterfly easily emerged. However, it had a swollen body, 
small shriveled wings, and bent legs.  
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The boy continued to watch the butterfly because he SP ode 

i Id expand to suppor : 
at any moment, the wings wou deepen ee puter 

i happened! In fact, the 
hich would then contract. Neither appened 

fly spent the rest of its short life limping 1n ces wie ne 

i i . The boy, in - 
d shriveled wings, never able to fly. 

ree and haste did not understand that the struggle requived for 

fines of the chrysalis 
he butterfly to emerge from the con of the ch 

nature’s way of forcing fluids from the body into its wings so that 

it would be ready for flight once it achieved freedom. 

The struggle for ultimate freedom is what makes a buttery 

strong. So, too, the challenges and ultimate achievements © 78 

nitive Coaching make educators stronger and better equipped to 

fulfill their roles in schools today. 

COMPONENTS OF THE COGNITIVE COACHING MODEL 

Cognitive Coaching comprises a set of skills, capabilities, a 

maps, beliefs values, and commitments. All of these are prac a 
? > 

: ; ; ; ; j 

tested over time, and assimilated into a person . day to- “y im 7 

i t of the coach's identity - 
actions. They also become part of t iti lita 

tor of self-directed learning. Ultimately, Cognitive Coaching’s 

values and beliefs become an outlook on life. 

Cognitive Coaches are skilled at constructing and posing questions 

with the intention of engaging and transforming een T ey 7 

j behaviors to establish and m 

Poy oa roa engage Th nonverbal behaviors to 
trust and intellectual engagement. I ney use i 

i intai Coaches know their own 
establish and maintain rapport. Cognitive i" 

i . They set aside unproduc 
intentions and choose congruent behaviors ey ‘ 

tive patterns of listening, responding, and inquiring. 
wey adjust oe 

own style preferences, and they navigate within and among sevel 

mental maps to guide their interactions. 

Cognitive Coaches value self-directed learning. They delight 7 * 

sisting others in becoming more self-managing, self 

and self-modifying. They cherish and work to enhance indivi 
al 

differences in styles, beliefs, modality preferences, development 

levels, culture, and gender. 
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Cognitive Coaches believe that all behavior is determined by a 
person’s perceptions and that a change in perception and thought 
is prerequisite to a change in behavior. They also believe that hu- 
man beings construct their own meaning through reflecting on 
experience and through interactions with others. They have faith 
that all human beings have the capacity to continue developing 
their intellect throughout their lifetimes. 

Cognitive Coaches are committed to learning. They continually 
resist complacency, and they share both the humility and the pride 
of admitting that there is more to learn. They dedicate themselves 
to serving others, and they set aside their ego needs, devoting their 
energies to enhancing others’ resourcefulness. They commit their 
time and energies to make a difference by enhancing interdepen- 
dence, illuminating situations from varied perspectives, and striv- 
ing to bring consciousness to intentions, thoughts, feelings, and 
behaviors and their effect on others and the environment. 

FOUNDATIONS OF COGNITIVE COACHING 

Humanistic psychological orientations such as empathy, uncon- 
ditional positive regard, and personal congruence guide the 
coach's work with relationship building. Certain neurolinguistic 
principles are also applied to achieve rapport and access thinking. 
Rapport is essential to mediate cognitive processes, affecting brain 
chemistry and access to the neocortex. Thus, the Cognitive Coach- 
ing model links physiology and cognition, which increases the 
importance of deep relationship skills and nuance within interac- 
tions. Rapport is an important tool for building and maintaining 
trust in the moment, particularly when there is tension, miscom- 
munication, or anticipated difficulty. 

Cognitive Coaches are always alert to in-the-moment opportuni- 
ties. Thus, they draw upon their tools, maps, and capabilities in 
many different situations. These include brief corridor conversa- 
tions, casual planning conversations, more structured reflecting 
and problem-solving conversations, and formal planning or re- 
flecting conferences, built around the observation of a lesson or 
event.  
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HISTORICAL BACKGROUND OF THE MODEL 

Because educators are decision makers involved in context-specific 

practice, influencing their cognitive operations regarding instruc- 

tion generically influences their specific instructional behaviors. 

Recognizing this fact, the authors and a powerful team of associ- 

ates developed Cognitive Coaching for teacher supervision in 

1984.3 Over the years, the forms and uses of Cognitive Coaching 

have evolved to include applications in the business and corporate 

for teachers and adminis- 
world, peer coaching, mentor services 

trators, peer assistance and review programs, and classrooms with 

students of all ages. 

Cogan, Robert Goldhammer, Robert 

sors working in Harvard’s Mas- 

found that traditional supervi- 

In the late 1960s, Morris 

Anderson, and a group of supervi 

ter of Arts in Teaching program 

sion placed the supervisor in an “expert” role superior to that of 

the teacher. Supervisors told the teacher what should be changed 

and how to do it. Supervisors offered solutions to problems that 

concerned them, which were not necessarily the problems that 

concerned teachers. All efforts to change the conference style in 

which the supervisor did the talking and the teacher did the listen- 

ing had failed. The work of Cogan and his colleagues on this di- 

lemma was the foundation for the clinical supervision model, and 

it is important to understand some of Cogan’s work to appreciate 

the distinctive attributes of Cognitive Coaching. 

Cogan* envisioned the purpose of clinical supervision as “the devel- 

opment of a professionally responsible teacher who is analytical of his 

own performance, open to help from others, and self-directing,” Clini- 

cal supervision demanded a role change in which the teacher and the 

supervisor worked as colleagues, respecting each other’s contribu- 

tions. The intent of the process was to cultivate teacher self-appraisal, 

self-direction, and self-supervision.” 

upervision was conceived as a cyclic, eight-phase 

process organized around planning and conferencing with @ 

teacher before instruction, observing the lesson itself, and con- 

ducting a follow-up conference after the lesson. Cogan and his col 

leagues believed that the act of teaching is a collection of behaviors 

that can be understood and controlled. These behaviors call be 

Cogan’s clinical s       
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ob . ; 
served singly and in interaction. Instructional improvement 

could be achieved b i +e . 

behaviors. ved by changing or modifying these instructional 

Coeniti Lo. 
. ognitive Coaching isa modern expression of this orientation 

oundation laid by Coga d 5 

There are, however sonificant departus Celghammer , , two significant depart is i the conception af th partures. The first is in 
e teaching act. The second rel 

application of specific knowled nn i ge about teacher cogniti 
rosciences, and psycholinguistics. spinon 

Alt ys . 
Athough she wadiuone model of clinical supervision addresses 

ing behaviors, we believe that the i : se behaviors h 

product and artifacts of inner th rectual ought processes and i product and arti and intellectual 
. ging the overt behaviors of i i i 

the alteration and rearr i visible cognitive be. angement of inner, invisibl iti phe alteratfon an , invisible cognitive be- 
. gram of a tree and its roots in Fi A gure 1-1 on page 

soshints the rerationship and connections of the various phil 
, psychological, physiological, and histori . ie , , istoric 

which Cognitive Coaching is based. ab concepison 

DISTINCTIONS AMONG SUPPORT SERVICES 

We distinguish four categories of functions intended to support 
er development: evaluating, collaborating, consulting, and 

Cognitive Coaching.” moon ing.’ Table 1-1, on pages 14 and 15, elaborates 

Thr ; . 
a — functions coaching, collaboration, and consulting 
nter improve instructional practice. For begi ni 

ers, the consulting and i aarp earn collaborating featu i i 
coaching becomes the domi ‘on. Th Pe ee ominant function. These th i 
plus periodic evaluatio nee baat ns of teacher perf Bioped teachin her performance based on 

g standards, lead to in i i oy 8 lards, creases in student learning. 
e function plays a significantly different role, with very diff : 

mechanisms and intentions. w_
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Figure 1-1. om 

The Roots of Cognitive Coaching 

Evaluation 
s 

® Evaluation is the assessment and judgment of performance base 

iteri é In most systems, pet 
fined external criteria or standards. 

aie 
strator, supervisol or 

sonnel authorized by their position as admini 

department chairperson conduct evaluations. According to Donal 

Haefele,® evaluation serves to do the following: 

Exploring the Meanings of Cognitive Coaching Il 

* Screen out unqualified persons from certification and selec- 
tion processes 

* Provide constructive feedback to individual educators 

* Recognize and help to reinforce outstanding service 

- Provide direction for staff development practices 

* Provide evidence that will withstand professional and judi- 
cial scrutiny 

: Aid institutions in terminating incompetent or unproduc- 
tive personnel 

* Unify teachers and administrators in their collective efforts 
to educate students 

Consulting 
To consult is to “inform regarding processes and protocols, advise 
based on well developed expertise, or advocate for particular 
choices and actions.”? In most school districts, skillful teachers 
have been designated as consultants, mentors, or peer coaches. 
These role titles do not necessarily describe how they do their 
work, for they may employ consulting, collaborating, and coach- 
ing to achieve their aims. Mentoring in the educational setting is 
usually thought of as a relationship between a beginning teacher 
and a more experienced colleague; however, principals sometimes 
mentor new principals. If the evaluation process reveals concerns 
about an experienced teacher’s work, a mentor may be assigned to 
suggest improved practices. 

Consultants serve as information specialists about or advocates 
for content or processes based upon their greater experience, 
broader knowledge, and wider repertoire. A supporting teacher, 
working as a consultant, provides technical information to a more 
novice teacher or to peers about the content or skills being taught, 
the curriculum, teaching strategies, and child growth and devel- 
opment. As a process advocate, a consultant informs a teacher 

about alternative strategies and consequences associated with dif- 
ferent choices of methodology and content. For beginning teach- 
ers, a consultant also provides information about school policies, 
procedures for obtaining special resources, protocols for parent
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conferences, and the like. Consulting skills include clarifying goals, 

modeling expert thinking and problem-solving processes, provid- 

ing data, drawing on research about best practices, making sug- 

gestions based on experience, offering advice, and advocating. 

t 

« To be successful, the consultant must have permission from the 

f credibility and 

teacher to consult, which requires a high degree 0 

trust. The consultant also must hold commonly defined goals and 

the client’s desired outcomes in mind. 

e The true test of a consulting relationship is the transfer of skills, 

behaviors, and increased “coachability” over time. The support 

AY person who needs to be needed can trap the teacher and himself 

jf into a dependency relationship. Likewise, the support person 

UJ whose identity is primarily about being an expert may also trap 

ye herself into dependency relationships with the teacher. Within the 

, context of Cognitive Coaching, consulting functions consistently 

» lead toward the ultimate goal of self-directedness. 

Collaborating 
Collaborate comes from “cg-labor” Collaboration involves people 

with different resources working together as equals to achieve 

goals. Thus, teacher and support provider plan, reflect or prob- 

lem-solve together. Both are learners, offering ideas, listening 

deeply to one another, and creating new approaches toward stu- 

dent-centered outcomes. Both bring information to the interac- 

tion. Goals may come froma coaching question or from the expert 

perspective of a consulting voice. 

Cognitive Coaching 
the nonjudgmental mediation of thinking. 

e Cognitive Coaching is 

A Cognitive Coach can be anyone who is skillful in using the tools, 

maps, beliefs, and values of mediation described earlier in this 

chapter. Many of the tools of Cognitive Coaching can be used i 

consulting and collaboration. However, the greatest distinctio? 

of Cognitive Coaching is sts focus on cognitive processes, On liber- 

ating internal resources, and on accessing five states of mind as the 

wellsprings of constructive thought and action. We discuss thesé 

in detail in Chapter 6. 
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Cognitive Coaching describes the assistance provided to support 

a teacher in self-directed learning while improving instruction 

The following section of this chapter deals specifically with 

panded definition of Cognitive Coaching. , “ 

HOW COGNITIVE COACHING IS UNIQUE 

Anyone planning to use Cognitive Coaching must be able to 

clearly distinguish the four functions of evaluation, consulti 

collaboration, and Cognitive Coaching. These various forms of 

support are summarized in Table 1-1. No one cognitively coach 

all the time, and it is important for a Cognitive eovaes oa 

when it is appropriate and how each function differs from the oth 

ers. Chapter 12 elaborates this dimension of a supervisor’ 

port provider’s decision making. “ 

Cognitive Coaching is a unique interactive strategy. It differs from 

other forms of coaching, mentoring, supervision, and peer review in 

that it mediates invisible, internal mental resources and intellectual 

functions, as represented in Figure 1-2. These resources and function: 

include perceptions, cognitive processes, values, and internal ; 

sources. Other forms of coaching may focus on the behavior the 

problem, the lesson, the topic, the meeting, or the activity. _ 

* Cognitive Coaching holds that a person’s actions are influenced 

by internal forces rather than overt behaviors. Therefore, Co ni 

tive Coaches focus on the thought processes, values ond belief 

that motivate, guide, influence, and give rise to the jaa behav- 

iors, as represented in Figure 1-3. 

Only those charged with legal responsibilities can evaluate; but a 

principal, peer, mentor, department chairperson, curriculum spe- 

nase - support teacher may serve as a Cognitive Coach. A Cog- 

— a another person to take action toward his or 

es ile simultaneously helping that person to develop ex- 

oties — reflecting, problem solving, and decision mak- 

Fac e © iisibe skills of being a professional, and they 

ee So ce of all teachers choices and behaviors. The Cogni- 

en esa nonjudgmental stance and uses tools of reflec- 
questioning, pausing, paraphrasing, and probing for  
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TABLE 1-1. . 
TABLE 1-1. (continued) 

DISTINCTIONS OF THE FouR SUPPORT SERVICES 
Attribut = 

e Cognitive Collaborating | Consulting Evaluating 

Attribute | Cognitive Collaborating | Consulting Evaluating 
oaching 

Coaching 

The source of Trust. Competence| Trust. Competence) Trust Poli 

empowerment in the maps, in forming Competence in Author i 

Conversations Metacognition, Generating Policies, Professional to perform tools, and values | partnerships. consulting skills uthority Is By 

focus on: decision-making | information, procedures, criteria, 
this function of Cognitive Knowledge and Expertise in Poe » licensed, 

processes, co-planning, behaviors, expectations, 
stems from: Coaching. skills in the areas | relevant areas authorized by law, 

perceptions, co-teaching, strategies, standards, 

being explored. 
; oF negotiated 

values, mental problem solving. | techniques, and rubics. 

oo eluate. to 

models. and action and events. 

Evaluators are 

researen 

held accountable 
for judgments and 

   

To conform to a 

: 
actions regarding 

work quality.     

      

  

   
    

   

    

  

   

    

      

   

  

To inform 

  

    

    

     

   

  

   

          

         
    

  

  

    

   

  

     

          

   

  

      

  

   
   

    
       
    

     
     
      
    

      

      
       

        

    
    

The intention is: | To transform the | To form ideas, 

effectiveness of approaches, regarding student set of standards 

decision making, | solutions, and needs, pedagogy.) and criteria 

mental models. focus for inqui cu 
The source(s) of |The teacher, T 

: quiry. | cirriculum, adopted by the ne 4 ; he teacher and |The consultant. | The evaluator i 

thoughts, and policies, and organization. eet nants about colleague. 
reference to " 

perceptions 
procedures and 

5 4 20uU 
established crit 

and habituate 
to provide tech- 

ae is 
tia We- 

reflection. 
nical assistance. 

. 

‘ 

To apply teaching 
‘How will you “How will we “Here’s how you'll | “Here’ 

standards. 
know that you know that we know that you nae that s ou 

t _| 
are successful?” |are successful?” | are successful” | are successful” 

h 
To i To jud id * ° 

. 

are: Purposs> rebituate ane Istroctional pedagogical and schormance “ We are grateful to Laura Lipton and Bruce Wellman for sharing their thinking ab ati 

self-directed problems, to content according to across the support services of coaching, collaborating, and consulting, vile Lipton and 

learning: apply and test knowledge understood Wellman, we regard these as being listed in order of most to least offectiv ee ming 

self-managing, shared ideas, to | and skills. To externally ee aS and Pannen yet each, at times, contributes to this an. Lipton Lang 

self-monitoring, learn together. institutionalize, produced od Bolatchehiioe mbar (2001) Mentoring Matters: A Practical Guide to Learning-Fo- 

standards. 
ps. erman, CT: MiraVia—www.miravia.com. 

accepted 

practices and 

policies. 

self modifying. 
specificity. The successful coach focuses on the other person's per- 

Judgments, ceptions, thinking, and decision-making processes to mediate re- 

encouragements, sources for self-directed learning. 
    

     
   

  

   

       
Rationale, advice, 

suggestions, 
   
    

    

  

   

      

   

  

Mutual 
The conversations| Mediation, 

brainstorming, 

      
   

    

    

    
    
   

   

  

   

          

are characterized | listening, 

by: questioning, clarifying, demonstrations. | advice, direction, 

pausing, advocating, 
goal setting. 

Th 

paraphrasing, deciding, testing, 
e Cognitive Coachi : : 

probing, cevessing, 
i g ‘teal ing model, then, is predicated on a set of values, 

withholding 
ps, and tools that, when combined with nonjudgmental ways of 

   
advice, judgments 

or interpretations. 

“What might be 

some ways to 

approach this?” 

   

    

   

  

   
     

      

   
   

  

           

    

   

“Your approach 

to this was good. 

Here is why.’ 

“Here are several 

ways to 

approach this.” 

“How should we 

approach this?” 

  

   

  

  
     

    a 

The support 

person's identity 

in relation to 

the teacher is: 

        

    

  

   
     

Mediator of Colleague. Expert. Boss. 

thinking. 

  

Other fo ; ; Figure 1-2 
rms of interaction A cognitive coach is concerned 

focus o n : . 
event or behavior. with the mental processes. 
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—— femme This ability to be self-directed in both independent and interde- 
pendent settings is related to holonomy—the study of interacting 

Strategies 
Thinking 

ws 

Processes 
parts within a whole. These terms are defined below: 

Self-Directedness 
The foundational element in effective work systems 1s 

self-correcting, self-managing, self-accountable, self-gov- 
erning behavior. Energy spent on monitoring and at- 
tempting to affect the behavior of team members or other 
entities from the outside is energy wasted and energy that 
ria be better expended on improving the business and 

Performance the capability of people. The critical element is to increas- 
ingly create self-governing capability. 

Enhanced Observable 

Behaviors 

  

—Carol Sanford 

  

Figure 1-3. 

Definition 
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   being and working with others, invites the shaping and reshaping of 

thinking and problem-solving capacities. This shift happens for the 

person being coached and for the coach as well. Reciprocal learning is 

a critical component of the model. 

    

Developing 
Cognitive Capacities 

for 

SELF DIRECTEDNESS 
Integral to Cognitive Coaching is the ability to work effectively with 

and philosophical prefer- 
oneself and others across style differences 

ences. One fundamental element ofa coach’s effectiveness is the capac- 

ity to work within a colleague’s worldview. As a result, the viewpoints 

of both participants are widened, which enables an exploration of 
Figure 1-4. 

new ideas along with existing beliefs and values. 

  

    

    

     

   

      
    
    
    

  

A self-directed person can be described as being the following: 

THE MISSION + Self-Managing: Approaches tasks with clarity of outcomes, 
a strategic plan, and necessary data, and then draws from 
a experiences, anticipates success indicators, and creates 

ternatives for accomplishment. 

self-directed per 
The mission of Cognitive Coaching is to produce 

both inde- 
sons with the cognitive capacity for high performance, 

pendently and as members of a community.
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- Self-Monitoring: Establishes metacognitive en joan 

the perceptions for in-the-moment indicators ° w nether 

strategic plan is working and to assist 1n the ecisio 

ing processes of altering the plan when it 1s not. 

+ Self-Modifying: Reflects on, evaluates, analyzes; and con- 

structs meaning from the experience and applies the learn- 

ing to future activities, tasks, and challenges. 

Self-directed people are resourceful. They tend to engage cause 

and-effect thinking, spend energy on tasks, set cha enging goals 

persevere in the face of barriers and occasional failure andes ue 

rately forecast future performances. They proactively loot re 

sources when perplexed. Seeking constant improvemer . ey me 

flexible in their perspectives and are optimistic and con en bw 

self-knowledge. They feel good about themselves, control p 

mance anxiety, and translate concepts into action. 

Holonomy 
know one. It takes two to Gregory Bateson 

All beings exist within holonomous systems. That is, ne in 

is part of several greater systems (e.g,, families, team’s 00) yet 

maintains a unique identity and palette of choices, 0 as 

dependent agent and as the member of a group. Eac ie om 

ences the individual, and, to a lesser degree, the in 

influences the system. 

Holonomous persons have an awareness of themselves in a 

somewhat oxymoronic state of being an independent entity 4 _ 

also part of and responsive to a larger system. They also ha 
. 

. 
. 

. oth 

cognitive capacity to exercise responsible self-directedness in b 

arenas. 

de- 
When Arthur Koestler coined the word holon, he sought to " 

scribe something that has the characteristics of being bot : a x : 

and a whole at the same time. Holonomy is the science or stuey 
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The experience of the Chicago Bulls basketball team with Michael Jordan 
was an example of a merger of dualities. The Bulls were a great team, 
with a great star in Jordan. At times the team dominated; at times Jordan 
dominated. We need great teams, and we need great individuals. Team- 
work can take us only so far; then we need individual greatness. Individual 
greatness can take us only so far; then we need team greatness. Team 
and individual are not separate and distinct concepts. They are in dy- 
namic relationship, merged organically into one whole. The Chicago Bulls, 
as their success has demonstrated, optimized the interwoven strengths of 
teamwork and individual stardom, and they minimized the weakness of 

reliance solely on team or individual performance."°     
  

  

wholeness. As such, holonomy considers both our integrative ten- 
dencies and our autonomous aspects.!! 

In a school, for example, teachers are autonomous decision mak- 
ers. They are, however, part of a larger culture—the school— 
which influences and shapes their decisions. In turn, the school is 
an autonomous unit interacting within the influence of the dis- 
trict and community. 

This dichotomous relationship, in which every human being ex- 
ists, often gives rise to certain tensions, conflicts, and challenges. 

These stem from the internal drive for self-assertiveness, which 
conflicts with a yearning to be in harmony with others and the 
surrounding environment. A holonomous person, therefore, is 
one who possesses the capabilities to transcend this dichotomous 
relationship, maintaining self-directedness while acting both in- 
dependently and interdependently. Holonomous people recognize 
their capacities to self-regulate and to be informed by the norms, 
values, and concerns of the larger system. Of equal importance, 
they recognize their capacity to influence the values, norms, and 
practices of the entire system. 

We provide both irritation and inspiration for each other— 
the grist for each other’s pearl making. 

—Stephen Nachmonovitch 
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A holonomous person continually accesses and develops resources 

for further growth. One's goal is to become an integrated whole, 

capable of knowing and supporting the purposes and processes of 

the groups to which one belongs. A holonomous person is one 

who 

- explores choices between self-assertion and integration. 

» draws from prior knowledge, sensory data, and intuition to 

guide, hone, and refine actions. 

- pursues ambiguities and possibilities to create new mean- 

ings. 

+ seeks balance between solitude-together 

tion, and personal-professional goals. 

* seeks perspectives beyond oneself and others to generate re- 

sourceful responses. 

ness, action-reflec- 

TWO GOALS 
If I accept you as you are, L will make you worse; however, if 

I treat you as though you are what you are capable of becom- 

ing, I help you become that. 
—Johann Wolfgang von Goethe 

e Coaches work to achieve their mission by supporting 

ng self-directed autonomous agents and self-di- 

f a group. Toward this end, Cognitive Coaches 

tunities focused on self- 

Cognitiv 

people in becomi 

rected members 0 

regard all interactions as learning oppor 

directedness. 

The goal of learning Cognitive Coaching is to develop the capaci: 

o can in turn help to develop 
ties and identity of a mediator, wh 

the capacities for self-directedness in others. The skillful Cognitive 

Coach: 

- establishes and maintains trust in onese 

cesses, and the environment. 

If, relationships, P
t” 
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Cc 

envisions, assesses, and mediates for states of mind 

e 

* maintains faith in the ability to mediate one’s own and oth- 
ers capacity for continued growth. 

The purpose of this book and the traini ; 

iti . training provided 
by th 

for Cognitive Coaching is to support that learning. y the Center 

METAPHORS FOR COACHING 
You don’t see somethin i g until you have the right m 
to let you perceive it. ght metaplir 

~~Thomas Kuhn 

Wik of the term coaching, and you may envision an athletic coach. 
elike to use quite a different metaphor. To us, coaching is a means of 

conveyance, like a stagecoach (Figure 1-4). “To coach means to con- 
vey a valued colleague from where he or she is to where he or she 
wants to be.” Skillful Cognitive Coaches apply specific strategies to 
enhance another person’s perceptions, decisions, and intellectual func- 
— ulate purpose is to enhance this person’s self-directed- 
simodiyin é aA a he self-managing, self-monitoring, and 
rien ° snveyanee metaphor, the act of coaching itself, not 

WHY COACHING? 

Inati 
na time when many schools are pressed for time and money, why 

. . * 2 * | ifi | ] Lh 

1. Poe need and want support. Studies tracked the imple- 
ion of state legislative mandates in 26 national sites. Among 
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Figure 1-5. 

Stagecoach 

ngs was the importance of the support 

5 found the support teacher-mentor to 

ffective intervention in induction 

oms today are busy, active places 

where teachers and students are pressured by high-stakes, testi 

to teach and learn faster and to be held accountable for enol 

strating to others their achievement of specified stan a i _ 

mastery of content. For that reason, classrooms are mea ee 

present- and future-oriented than they were 1n the past. Often 101s 

easier to discard what has happened and simply move on. 

the most significant findi 

teacher. A cluster of studie 

be the most powerful and cost-e 

programs.!° Schools and classro 

Increasing evidence supports the link between studen’ lea 

and staff learning. This means that as staff members ne 

improve practices, students benefit and show learning incr - 

hing requires a deliberate pause, a purp 
Cognitive Coac 

ase, 

slowing down of this fast-pace life for contemplation and reflec 
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tion. Coaching serves as a foundation for continuous learning by 
mediating another’s capacity to reflect before, during, and after 
practice. Kahn! emphasized the importance of “psychological 
presence” as a requisite for individual learning and high-quality 
performance. 

2. Cognitive Coaching enhances the intellectual capacities of teach- 
ers, which in turn produces greater intellectual achievement in stu- 

dents. Professional development is a better predictor than age of 
growth in adult cognitive and conceptual development. Research 
shows that teachers with higher conceptual levels are more adaptive 
and flexible in their teaching style, and they have a greater ability to 
empathize, to symbolize human experience, and to act in accordance 
with a disciplined commitment to human values. These teachers 
choose new practices when classroom problems appear, vary their 
use of instructional strategies, elicit more conceptual responses from 
students,!® give more corrective and positive feedback to students,” 
and produce higher achieving students who are more cooperative and 
involved in their work. 

Witherall and Erickson!® found that teachers at the highest levels 
of ego development demonstrated greater complexity and com- 
mitment to the individual student; greater generation and use of 
data in teaching; and greater understanding of practices related 
to rules, authority, and moral development than their counter- 
parts. Teachers at higher stages of intellectual functioning demon- 
strate more flexibility, toleration for stress, and adaptability. They 
take multiple perspectives, use a variety of coping behaviors, and 
draw from a broader repertoire of teaching models.!? High-con- 
cept teachers are more effective with a wider range of students, 
including students from diverse cultural backgrounds. 

We know that adults continue to move through stages of cogni- 
tive, conceptual, and ego development and that their developmen- 
tal levels have a direct relationship to student behavior and 
student performance. Supportive organizations with a norm for 
growth and change promote increased levels of intellectual, so- 
cial, moral, and ego states for members. The complex challenge 
for coaches, of course, is to understand the diverse stages in which 
each staff member is currently operating; to assist people in un- 
derstanding their own and others’ differences and stages of devel-
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t staff members at their present moral, social, 
opment; to accep on- judgmental manner. 
cognitive, and ego state; and to act inan 

j i i i ir full impact with- 
onal innovations achieve their fi 

Se hing. tional approaches to staff de- 
i ven 

coaching component. Con 

olor ° h and demonstrations—show 

velopment—workshops, lectures, 

litle evidence of transfer to ongoing classroom practice. 
peveras 

studies by Bruce Joyce and Beverly Showers reveal that the lev 

of classroom application hovers around only 5 percent, even after 

ini i demonstration. 
igh-quali ing that integrates theory and : 

a ae increases ; velopment includes time 
This figure increases a bit when staff de un 

fox practice and nonjudgmen-tal feedback and when the curricu 

lum is adapted for the innovation. When staff dev option 

cludes coaching in the training design, the leve o! app i io 

increases to 90 percent. With periodic review of bot the eae ng 

model and the coaching skills—and with continued coac ing 

classroom application of innovations remains at 90 percent. 

4. Feedback is the energy source of self-renewal. Hower 

back will improve practice only when it is given in a ‘ way. 

Research by Carol Sanford?! has found that value judgments a 

advice from others reduces the capacity for accurate se ; 

assessment. Feedback that is data-driven, value-free, necessary; a 

relevant, however, activates self-evaluation, self-analysis, and se 

modification. 

5, Beginning teachers need mentors who employ Cognitive 

Coaching. At this time, massive numbers of on are noedy 

to lead the burgeoning number of classrooms and sc 0° a ne 

Baby Boomers retire, the search for new teachers is acce aa 8 a 

a fevered pitch. Incentives, bonuses, and special programs oa 

qualified personnel to the education ranks illuminate the oon a 

tiveness of the times. Anyone entering a new profession nee - 

to get through the struggles and quandaries of aed i ¥ a 

Cognitive Coaching offers a valuable initiation into the e Hoe 

profession by providing a model of intellectual engagem: 

learning that promotes self-directed learning. 

. yas ont 

Cognitive Coaching also provides a leadership identity he a 

dures in the minds of new teachers as they assume leadership 
ice, 

throughout the organization. After three or four years of serv 
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beginning teachers mentored with Cognitive Coaching in Califor- 
nia schools gradually assumed significant teacher leader roles.” 

6. Working effectively as a team member requires coaching. A 
harmonious collegial effort needs coordination. Consider a sym- 
phony orchestra. Its members are diversely talented individuals: 
an outstanding pianist, a virtuoso violinist, or an exquisite cellist. 
Together, they work diligently toward a common goal: producing 
beautiful music. Likewise, each member of a school staff is an ex- 
tremely talented professional. Together, they work to produce a 
positive learning environment, challenging educational experi- 
ences, and self-actualized students. 

In an orchestra, the musicians play, rehearse together, and come 
to a common vision of the entire score. Each musician understands 
how the part he or she plays contributes to the whole. They do 
not all play at the same time, but they do support each other in a 
coordinated effort. In the same way, members of the school com- 
munity should support each other in creating and achieving the 
organization’s vision. Teachers neither teach the same subjects at 
the same time, nor do they approach them in the same way. Cog- 
nitive Coaching provides a safe format for professional dialogue 
and develops the skills for reflection on practice, both of which 
are necessary for productive collaboration.” 

7. Coaching develops positive interpersonal relationships that 
are the energy sources for adaptive school cultures and produc- 
tive organizations. The pattern of adult interactions in a school 
strongly influences the climate of the learning environment and 
the instructional outcomes for students. Integral to the Cognitive 
Coaching model is the recognition that human beings operate 
with a rich variety of cultural, personal, and cognitive style differ- 
ences, which can be resources for learning. Cognitive Coaching 
builds a knowledge of and appreciation for diversity. It also pro- 
vides frameworks, skills, and tools for coaches to work with other 

adults and students in open and resourceful ways. Cognitive 
Coaching promotes cohesive school cultures in which norms of 
experimentation and open, honest communication enable every- 

one to work together in healthy, respectful ways.
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Seashore Louis, Milbrey 
k by Susan Rosenholtz, Karen e 

Nelaugtrlin and others document that Workplace cue Us» 

i lationships, and coila 
the shared values, quality of re 

» fluence on what people 
£ the workplace)” has a greater intuen 

de than “the icnowledge, skills or personal histories of either work 

25 s that 
ers OF supervisors.” Research by Gregory Moncada” reveal 

conversation alters the nature of the social construction of reality. 

His work also reveals that change in schools is determine’ iss PY 

environmental influences than by modifications in the socia 

struction of reality brought about by conversation. 

8. Coaching supports and makes more successful SA peel 

anizations that nave a 
newal programs. Numerous orgai 

Cosnitive Coaching find that self-directed Leaning encom 

‘ation’s aims; curriculum standards 
tral to the organizations aims, ta and 

i nd self-directed learning; 
broadened and organized arou rect ee ctenel 

i ts, and organizational ete 
evaluation of teachers, students, tione wens 

jews to mechanisms for cont! 
changes from performance revle ‘7 So ot Copal 

i learning. Schools that have acop 
spirals of growth and YP ccleats 

i i i d values with which to 
tive Coaching have skills and v vh 

growth into collaborative learning communities. Fara ros 

reflection becomes habituated throughout the organizatio f 

(The integration of Cognitive Coaching principles and 1 

elaborated in chapter 13). 

A MODERN RENAISSANCE 

. ; «ahget= 

A quiet revolution continues in corporate offices and industrial's 

tings across the United States. Writings by Peter Senge, ee 

Alvin Toffler, Perry Pascarella, Steven Covey, W. eee 7 - 

Margaret Wheatley, Gerald Bracey, Tom Sergiovann, an m he 

ers have highlighted a need for greater caring for the pers a . 

of each individual. We see 2 growing il © enhanc ine 7 iva 

ivi ;jmulate collaborative exorts, 

how t learn, The new paradigm of industrial management empha 

i i 1 erment 0 
sizes a trusting environment in which growth and empow 

the individual are the keys to corporate success. 

: . : 5 as well. 

We are witnessing a corresponding revolution in school 

For many years, supervisors were expec ted to instill, redirect, and 
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reinforce overt behaviors of workers. Teaching was viewed as la- 
bor. Management set the standards, directed how the work was to 
be done, monitored and reviewed for compliance, and then evalu- 

ated and rewarded the completed work. Now we see a revolution 
of relationships and a revolution of the intellect, placing a pre- 
mium on our greatest resource: our human minds in relationship 
with one another. 

The relationship presumed by Cognitive Coaching is that teach- 
ing is a professional act and that Coaches support teachers in be- 
coming more resourceful, informed, and skillful professionals. 
Cognitive Coaches do not work to change overt behaviors, but 
rather attend to the internal thought processes of teaching as a 
way to improve instruction. Behaviors change as a result of re- 
fined perceptions and cognitive processes. 

We believe that a new philosophy is emerging. We call it the Re- 
naissance school.The Renaissance school we envision is defined by 
capturing some of the spirit we associate with the historical Re- 
naissance. For us, Renaissance represents a rebirth into wholeness, 

rejoining the mind and the soul, the emotions and the intellect. 
The Renaissance school forges new practices and dreams new po- 
tentials for all humans. The Renaissance school also celebrates 
learning at all ages for all persons in all disciplines. Schools today 
are being influenced by a variety of new perspectives that chal- 
lenge our notions of learning and relationships. A modern Renais- 
sance view holds the following: 

* The human mind has no limits except those in which we 
choose to believe.   

* Humans are makers of meaning, and knowledge is 
constructed, both consciously and unconsciously, from ex- 
perience. 

All people at all ages can continue to develop intellectually. 

All members of the school community are continual and ac- 
tive learners. 

Leadership is the mediation of both the individual’s and the 
organization’s capacity for self-renewal.
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cknowledges interdependent communt- 

beings bound by core values, common 

oals, caring, respect for diversity, and the ability to str o 

sether Its members are reflective, examining ath Prod nee 

rocesses in a continuing climate of self-renew: . cee ee of eact 

school allows for the development and con ‘i orig. The 

’; unique personal and professiona ; ae 

Pelebrat » valuing, and utilization for diversity of persona 

tory, culture gender, race, and interests are all important to con- 

tinued growth and change. 

The Renaissance school a 

ties of autonomous human 

i - al fe 
Renaissance schools are wellsprings of growth and sel ren md 

all who dwell there. Clearly, many of a attra ore ohne 
. . ogn 

hool are reflected in the principles OF 

and vice versa, Reflection, respect for diversity, and ongoing : 

newal are all-important principle
s of the Cognitive Coass ins

 Pre 

cess and the Renaissance school. We discuss our vis nd 

Renaissance school further in chapter 14, but we no " ron. 

because the vision has guided us through a ted Conall 

Schools and agencies that na 

tna ing have begun to profit from its effects not only in a 

United States but also increasingly throughout the world. 

mately, we believe, Cognitive Coaching will significantly contrib- 

ute to the creation of Renaissance schools worldwide. 

CONCLUSION 

ndence from Bill Powell, formerly director 
onal correspo Bill | 

of the American School of Tanganyika in Dar es Salaam, Tanza 

nia, he stated the following: 

. . ‘oad 

We interviewed internal candidates for the Bish sa 

incipal’ iti ino the course of the interviews, 
Principal’s position. During 

i" 

asked tach of them what was the most important ee a 

ir hi 1 itation, one candi 
i heir lives. Without hesitation, a 

Pc 
i d the way I thin 

7 iti hing! It change 
sponded, “Cognitive Coac 8° - 

sbout teaching, about learning... 1n fact; it changed the way 

think about myself.” 
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NOTES 

    

All who wish to continually improve their craft—be they teachers, 
entrepreneurs, ballerinas, musicians, auto mechanics, or potters— 
never lose the need to be coached. Cognitive Coaching is a model 
of interaction that helps others to take action toward goals that 
are important to them while simultaneously developing their ca- 
pacities for self-directedness. As the following chapters illustrate, 
Cognitive Coaching consists of a composite of linguistic tools, be- 
yond verbal tools and mental maps, which, when applied to inter- 
actions over time, are intended to enhance self-directed learning 
in oneself and others. 

Cognitive Coaching is rooted in dispositions, beliefs, and values 
that honor the human drive for continuous learning and the spirit 
of collaboration. Cognitive Coaching is not giving advice solving 

_ other people’s problems, as with the boy and the butterfly chrysa- 
lis. Cognitive Coaching is a nonjudgmental process of mediation 
applied to those human life encounters, events, and circumstances 
that can be seized as opportunities to enhance one’s own and 
another’s resourcefulness. 
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