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To influence the school in a systemic way,
coaches assume a leadership role in the
school. With a vision for the school’s success
and a moral commitment to the success of
all students, the coach may serve in a formal
or informal leadership role or, occasionally,
in both. “Leaders must act with the inten-
tion of making a positive difference,” asserts
Michael Fullan, a leading expert on school
change (2001, p. 3). Michael Fullan and Jim
Knight assert, “Next to the principal, coaches
are the most crucial change agent in a school”
(2011, p. 50). They continue,

[TThe work of coaches is squandered if
school principals are not instructional
leaders. At the same time, the work

of schools will go nowhere unless
school districts organize themselves to
focus relentlessly on instructional im-
provement. Without coaching, many
comprehensive reform efforts will fall
short of real improvement. (p. 50)

‘«-W-learningforward.org

Acts as a thought partner with teachers and
building-level administrators to advance school change.
initiatives that focus on educator and student resuits. .

-

School leaders support teachers
in several ways

The very premise of the role of a coach is to
make a positive difference in a school. As
leaders, coaches are committed to building a
culture of continuous improvement and help-
ing contribute to the conditions and structures
that support it. The Leadership standard
addresses the contribution of leadership to
effective professional learning.

Leadership: Professional learning
that increases educator effectiveness
and results for all students requires
skillful leaders who develop capacity,
advocate, and create support systems
for professional learning (Learning
Forward, 2011, p. 23).

The coach commits to the school vision and
displays attitudes, behaviors, and commitments
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that align with the school vision. Coaches do
this by serving on the school improvement
team, meeting with other teacher leaders
within the school to provide and align ser-
vices to teachers, leading 2 variety of school
teams, and serving on district committees,
such as content-area curriculum committees.
As 2 member of these groups, the coach and
other teacher leaders bring the perspective of
many classrooms rather than just one’s OWn
classroom. Coaches can look at patterns in
the implementation of specific initiatives
throughout a school and support and assist
»dministrators and teacher leaders in designing
and implementing innovations (see Tool 10.1).
Coaches as school leaders also give the
principal another set of eyes and help him
or her think through the work of significant
school change. Coaches can offer the teachers’
perspective, consider how initiatives relate or
clash, maintain a focus on student learning,
and be a critical friend to the principal. The
coach is often in the role of coherence mak-
ing — examining alignment of all that is hap-
pening at a site. The coach and other teacher
leaders are often considered partners with
administrators. And in some instances, these
leaders head up initiatives as they work with
ceachers and one another in leading change.
Among teachers, the coach is a champion
for quality teaching and learning and a peer
who can influence next-step instructional
changes in classrooms. Through informal
conversations, the coach guides and sup-
ports school and teacher successes, asSESSES
teachers’ perceived barriers to change, seeks
resisters, and listens to understand the causes
of resistance. In some schools, teacher leaders
may also assess implementation of new ini-
tiatives to ensure practices are in place in all
classrooms and support teachers as they try t©0
implement initiatives. In taking this role, the
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coach often must ensure that the principal and
staff acknowledge current student performance
(Collins, 2001) and createa plan to move from
current reality to desired state. Often, through
classroom visits and data conversations, the
coach can collect data about current perfor-
mance in a non-threatening way s0 that teacher
teams are willing to address issues as they move
on. The coach is a teacher at heart and a leader
of change.

The coach’s relationship with the principal
is key to the success of the coach as school lead-
er. Les Foltos (2015) notes, «Guecessful coaches
know their effectiveness in collaborating with
peers to improve teaching and learning hinges
on the support of principals who control the
budget and other resources” (p- 49)- Principals
also deeply influence the culture of collabora-
tion and what Foltos (2015) calls the school’s
«collective capacity to improve teaching and
learning” (p- 49)- Building administrators must
crust the coach’s perceptions and thinkingina
variety of areas. Inan evaluation of a coaching

program, principals noted,
... the¥ could not accomplish all of
their work without the support of
their coaches and they report having
high regard for coaches. They consider
the coaches to be their “right-hand
person” and malke comments such as,
“My head would not be above water
without my coach”; “They are essential
for the implementation of programs’;
and “They are the co-instructional
leader.” [Principals] rely on them for
designing and delivering building-
level professional development, s
well as leading district initiatives.
<l don’t think we would be where
we are without out coaches” was 2
sentiment expressed by many principals.
(Harrison, 2009--2010, p- 5)

Learning Forviafd

Buildings with coaches who are partners
with principals in school improvement for
student success make greater gains in student
learning than buildings without coaches. In
a district where they worked, the authors
observed that coaching was an effective pipe-
line for school administration for coaches who
chose this career pathway. Coaches become
effective administrators because they under-
stood instruction and gained substantial

leadership training and experience from their
work as coaches.

School leaders need certain
knowledge, skills, and practices

Coaches as school leaders understand the
change process and how to bring about sys-
temic change. They have tools and the under-
standing to identify, address, and test theories
of change and then devise actions that will
take a school from current reality to desired
future. Knowing the Stages of Concern, from
the Concerns-Based Adoption‘lg\/Iodel (Hall &
Hord, 2015), and using Kotter’s (2012) Stages
of Change help coaches understand reactions
© change and design the necessary interven-
tions to move people and groups forward (see
Table 10. 1 on page 102 and Table 10.2 on
pages 104-105).

In addition to understanding change
coaches know how to initiate change. Stepher;
Barkley (2016) notes that conversations can
be .powerful tools for initiating and moti-
vating change efforts. “I often describe that
chs.lnges in conversations are the starting
point to changes in practice” (para. 7), he
states. “Administrators and coaches should
be planning for ways they can engage the
staff in the conversations that will focus and

initiate exploration of th 7
pui- - e need for change

www.learningforward.org
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' Coaches who serve as school leaders use a
wide range of tools to assist them. They have
tools for facilitating meetings, making deci-
sions, resolving conflict, and reaching consen-
sus. They benefit from using different agenda
templates and processes for meeting plannin
and facilitation. Setting norms with tearn%
that meet regularly or even briefly maintains
a productive, comfortable, and safe climate
for those participating and builds and deepens
relationships among members of long-standing
teams (see Tool 10.2). They also use decision-
making tools and processes when teams are
ready to make decisions regarding actions they
will take. Conflict resolution skills are also es-
sential for school leaders because change of any
magnitude is likely to involve some conflict.
For most, conflict is a frightening experience
particularly when it occurs among colleagues
or friends. Yet, conflict is a natural part of the
change process and using conflict-resolution
strategies when there is disagreement keeps
the work moving forward, and the relation-
ships productive and healthy. Most of the time
conflict is present when change is occurring so
the secret is putting the conflict “on the table”
so it can be addressed in a productive manner.
Coaches benefit from at least one if not
multiple models for planning, designing, and
implementing school improvement. They
might use the Plan-Act-Assess-Revise cycle or
a simpler action plan model for implementing
change (see Tool 10.3). Being able to discern
between first- and second-order change (Mar-
zano, Waters, & McNulty, 2005) is a skill that
helps coaches exercise appropriate leadership
behaviors to advance any change effort. Imple-
menting first-order change calls for different
behaviors than implementing second-order
changes. Whether a change is first- or second-
order is a situation-specific assessment. To make
an accurate assessment, the coach develops a
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Coaches might:

et

he interest these

Bring together, fro
school, those who

espect and encourage t

individuals have for finding a better way.

m inside and outside the
are interested in working

collaboratively.

Look at student work.

Demonstrate exact and practical sol.utlonst
to the logistical problems that contribute to

these concerns.

Acknowledge and honor the existence and

expression of personal concerns.
Use several ways to share information —
verbally, in writing, and through

available media.

Share enough information to arouse interest,
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Table 10.1: Coach Responses to Stages of Concern
es When teachers express
i i these concerns:
Refocus- Ready to move on to R
b something else.
Collaboration | Wanting to share with
others.
ing to know how it
nsequence | Seeking
“5s will affect students.
Management Wanting to know how
todoit.
Personal Wondering what it
means for me.
Information Seeking to know more.
. | Awareness Lacking interest in

the change.

deep understanding of the school, its culture,

its staff, and its history with innovation.

of Concern
Stag;l?e Concerns-based Adoption Model
(CBAM) emerges from one of the mo'st
extensive bodies of research on change in
cducational settings. From the research base,

ators and others have acquired deep

educ o

understanding about how to initiate,
ment, and support change as well as hovx;
to lead change initiatives. One 1.15efu1 toof
developed and tested within this body o
research is Stages of Concern. The ‘Stages
of Concern describe educators’ reactions or
responses to change and those rcspo?sles
change over time. As Gene Hall and Shir ;317
Hord (2015), two of the developers of CBA

and experts on change in education note,
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but not so much that it overwhelms.

sonal experience. As such, those

change is a per. :
: f and responsive

who lead change are aware 0 oeil
to the needs of individuals as they experien

all & Hord, 2015).

Chan(g:%;(lies, cherefore, first recogpize that
individuals have different types of concerxtlz
and require different types of supports
address those concerns. There are n0 pres o
tive approaches for responding to cbolnalio1
expressed; however, the list in TZ : e ho-w
will provide some suggestions regarding "
coaches might address the Stages of Conc

crip-

Kotter’s 8-Step Change Process 3
John Kotter (2012) describes a pro

|
for leading change that coaches, scho?

al 1}7
administrators, and other leaders can apP

Like the CBAM model, it recognize

h h ()Ver
changc ].S a rocess that OCCUI‘S
g p

Learning FMYFASS

S that
pime

It delineates a series of actions leaders take to
establish the reason for the change, from enroll-
ing early advocates to launching the change,
through establishing routine practice. The
process follows the initiation, implementation,
and institutionalization cycle developed by
Michael Fullan (1982), the pre-change actions
to prepare for the change (Steps 1-4), the
during change actions to support implementa-
tion (Steps 5-7), and the sustaining change
actions to embed the change into the culture
of a school (Step 8).

Kotter’s eight-step process (see Table
10.2 on pages 104-105) is useful to coaches,
principals, and school leadership teams who

are leading and facilitating change because it
reminds them of the significance of sustained
support for any change effort and provides
specific guidance on their responsibilities as
leaders of change. For coaches who may be
less experienced change agents than their
principals, the process gives them a roadmap
to follow so they can become active partners
in the change process. A coach may carefully
coordinate any action taken with the primary
leader of the change initiative and the lead-
ership team to complement, support, and
enhance the change efforts.

Outside the classroom, coaches may find
that administrators often depend on them to
work with small groups of teachers as well as
the entire faculty. To work effectively with
groups, coaches draw on various facilitation
skills and meeting management tools (e.g.
agenda formats, meeting summary formats,
-decision—making tools) and move initiatives
forward. The coach facilitates teachers and
i}idministrators as they align strategies and
Tesources with the iniriatives and the vision.
Often, coaches ask hard questions about why
_csources are deployed as they are or why the

lev,

vel of implementation is as it is and whose

W w.learningforward.org
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interests are served by current arrangements
and configurations (see Tool 10.4).

Coaches as school leaders
face challenges

One of the challenges of this role is pro-
viding differentiated services or resources to
accommodate staff members’ various imple-
mentation levels related to innovations. Some
staff members are ready to delve into new
behaviors, while others struggle with under-
standing the reason for the change and can’t
move on without a reasonable rationale. When
implementing a district-directed change,
coaches are challenged with creating school-
wide and individual buy-in to the initiative.
It is also hard to support teachers with the
necessary time as they implement each initia-
tive. It is often more efficient and powerful to
work with groups of teachers in learning teams
or work with the teacher leaders as the school
implements school wide change.

Another challenge is walking the fine line
between being an administrator who monitors
the change and being a member of the teach-
ing ranks. Coaches straddle this line artfully
so that teachers continue to trust the coaches’
influences on their classroom behaviors.
Likewise, administrators trust that coaches
are committed to moving school and district
initiatives forward. Being clear on the line for
confidentiality is essential for all to understand
and live by. Often the coaches and principals
are trained together on new initiatives so that
there is time to plan the rollout together.
Itis important for the coach to understand and
support the initiatives at the building level so
there is a united front as the coach moves to
assist and support teachers. See Chapter 16
Coach Support for discussion of developing
the principal-coach relationship.
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i ve time to do T
fastin  the first time, but they always ha o =
It is important to g0 slowly to go ) e e o | J cnpoverng
ick (2013), things :
the change process. Robert Chadwick ( Protecting teachers from unnecessary J bro.ad o
ional colleague of the authors, teacher, : eachers o o b
B hority on consensus work or distractions 18 enee 10 -
and okt ions,  coaches in the role of school leader. In m -
. says in his presentations, . ader, 0 e :
bulding freavtnt? o to do things right schools, numerous interrupts g _.J
“People never have time :
I
| P
h Examples of Coaches’ Contributions

r's 8-Step Change Process Wit | ‘
ifies what actions | §

Table 10.2: Kotte

F— ; . T
This table summarizes Kotter's eight-step change process and sp

coaches might take at each step.

- Contribute to developing short- and long-term goals to guide
coordinated actions.

« Understand, support, and/or coach others in assuming their
roles and responsibilities in the change.

« Advocate alignment of roles, responsibilities, structures,
policies, job descriptions, performance expectations,
recognition, relationships, etc. with the change.

+ Serve as a mediator, collaborator, or consultant to those struggling
with the change, as appropriate.

» Seek to understand perceived or real barriers to change
and contribute to ways to overcome them.

» Expect resistance.

Apply tools for encouraging collaborative problem solving,

joint work, and peer-to-peer support.

mediate change. Sty -~ | Generating

. xplain the need forim

« Contribute to the development of indicators of success

and measures of progress and impact.

Contribute to the data gathering to measure progress and impact

and to the analysis, interpretation, and use of the data to improve

processes and results.

Recognize and celebrate small changes that are evidence of

progress and results.

« Recognize and support those who step up as leaders and
advocates of the change.

e i enthe
EStabllﬁhlf“g Give examples of what has occurred in other schools wh | |
asenseo . _ \ s oce | o
:II S g (‘j|d e ?Ip ues share their ideas about how | |
| . Encourage and listen 1o cO eag | |
to make the change. | |
'si blic. .
. Make people’s ideas pu ‘ .
Tap into research, evidence, and outside experts to descri |
the need for change.
i nge.
. ti . Offer to serve onthe |eadership team for the.chahagm-:’e |
‘I . . c : . :
| Crea |r.|g. . Contribute to the leadership team expertise in : © e co.nso"datmg
the guiding management facilitation, tapping resources, using (ot
e communication, positive attitude, etc. 1

de people with diverse more change

Encourage those in authority to inclu
perspectives on the leadership team. i
. Model effective listening, dialogue, and facilitati

leadership team meetings.
on about the most important and

. Contribute to discussi

« Encourage after-action, data-informed analyses to understand what
worked, what isn't working, and what improvements to make.

« Contribute to the revision of short- and long-term goals

to build on the momentum and accomplishments.

» Emphasize continuous improvement to help colleagues get

better each day.

+ Foster others to take leadership roles in different aspects of

the change process.

| Developing

compelling reasons for change. REhoTing

i roups.

from various stakeholder g : .

. Contribute to the action plan to |mplement‘ the chaengiation.
Understand the coach’s role in the change implem

isi ith others. ' .
. Share the vision with 0 . ' \encod |
Use the vision in all conversations with appropriaté a .

their !
. Provide safe spaces with no blame for people t© share

concerns and anxieties.

| Communi-
| cating the
change

» Facilitate opportunities for people to share publicly their success
stories and challenges to inform and encourage lateral learning
and support.

« Contribute to the necessary professional learning for newly hired
staff so they are both supportive of and successful with the changes.
» Continue to recognize the leaders and advocates of the change in-
cluding those on the leadership team, early adopters, those with vis-
ible results, and those making concerted effort to adopt the change.
« Continue to serve on the leadership team as appropriate and
encourage others to join the team to distribute ownership and

| vision

. Lead by example.

expand responsibility for leading the change.

| .
Learning FOMMEES . .w.learmngforward.org
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A coachasa school leader

Dakota Pateen is a coach at a‘l\/\arshali
High School* an urban school with many
students designated as high poverty. The
school has a history of making little growth
in student learning for the last 10 years.
The teaching staff includes a large per-
cent of veterans who are not sure that
change is necessary even though more than
30% of the students would not graduate
i tlrsee coach Pateen knows the importance
of positively influencing school ehange. Dur;

ing this last year the administratior\ team, O
which heisa member, began talking about

ways 1o reconfigure the work of the school

improvement team so that it focuses on

building the capacity of the schooi's teacher
leaders to increase their ownership, respen—
sibility, and accountability for tire eiesrgn
and implementation of school initietrves. Ircii
the spring, the administrators recruited an
identified new teacher leaders to serve es
members of the revamped school leadership
team. Because Pateen knows how important

problems, or new demands can easily side}—1
crack teachers’ focus and energy. The coac}:1

must be a strong advocate for keepirlg the
focus on student Jearning and fhe identi-
fied initiatives within the school’s 1r11¥>rove—
ment plan. The coach must .be \.Nllhng t(()1
identify the real implementation 1ssueshaii

assist administrators. Often the coach helps
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it is that all perspectives from the staff are

represented so that the teamis vievi/ed as mo|:e

than merely an agent of the administration, he
recommended that two staff members who.arg
frequently identified as naysayers be recruite

i am.

e :crrl\wztcfverarching purpose of the first team
meeting in the New school year is 'ro create a
sense of team and define the teams purpose.
pateen facilitatesa norm-setting process toen-
sure the teamis both collaborative and produc-

tive. The team also builds a set of beliefs about

team members' roles as teacher leaders. The

team explores and clarifies that its purpose asa
leadership teamisto make real decisions about

school improvement efforts across the school.

The team writes a purpose statement that in-

cludes explicit accountability and responsibility

for advancing the school's goal to |ricrease stuc—i
dent success and increase graduation rate ari
basing all decisions on thorough ciata analysis.
One tasi:they agree to undertake is upgradrng
their PLCs to focus more or teacher learning
and student success.The school began PLCS the
previous year, yet found that teams were Ies;
effective than desired. The team agrees to rlez )
a report by Learning Sciences Internationa

the principal set priorities arnong the m;ltni);
nitiatives they are trying 0 1mp.1emer£;eves’
important to avoid initiative fatigne (1 o
2010), which happens when S.Cbof)
become s0 overwhelmed b}r initiative
they can no longer take action 0
(see Tool 10.5).

Another challenge fo

Leaming ol

¢ that

n an}’!hing

¢ coaches a8 schoai_i

the impact of PLCs on student achievementand
teacher morale to prepare for their first daylong
meeting during which they will examine their
current practice and plan a course of action to
strengthen the effects of their collaborative
work, including engaging reluctant teachers.
Team members agree that during the next
meeting, each member will report on monthly
progress of one PLC and problem-solve imple-
mentation challenges as they occur. Pateen
compiles the monthly progress checks for the
school improvement team to review.
The team also agrees to lead another major
initiative to change grading practices. Pateen
helps the school improvement team plan to
engage more teachers to begin the process
of examining research, practices, and alterna-
tives for grading. Pateen outlines a plan for the
initial discussion. He wants the team to surface
the complex issues associated with changing
a school’s grading system, including inequities
and inconsistencies across classrooms as well
as the bottom line of what a grade represents.
Discussions about a revised grading system con-
tinue for months as people express resistance
to the change. Although he experiences some
frustration with the slow pace, the conversation

leaders is integrating and aligning innova-
tions, especially when most schools are
implementing multiple, parallel innovations

10 help students learn. Coaches interact with
building-level administrators and teachers

.ro build connections among the school’s
different innovations, demonstrate the
#hique contribution each makes to teaching

WW.Iearningforward.org
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gives Pateen an opportunity to learn patience
with the change process.

In January, Pateen leads the school

improvement team in taking a pulse of its
purpose and progress regarding the two
major initiatives. He is particularly interested
in assessing whether the team feels greater
ownership, responsibility, and accountability
for the school reforms and whether other
staff members turn to them for direction
and support in implementing changes. The
team is on pace to finalize a new grading
policy that they will implement by spring of
the next school year. Data from PLCs reveal
they are more focused on student learning.
At the end of the meeting, members share
in a once-around session; their comments
reveal that they feel empowered and excited
about the school improvement efforts. To
continue their work together, the team
decides to meet for several full days during
the school year and monthly after school
for an hour. In these meetings they will con-
tinue refining their strategies for schoolwide
improvement efforts.

*Fictitious name and school

quality and student learning, and develop clar-
ity about the expectations associated with each.
Coaches may find it helpful to create a visual
representation to depict connections. Michael
Fullan and Joanne Quinn (2016) describe this
< . 3 .
process as “coherence making” and include

it as one capability that successful school
leaders need.
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Conclusion

Coachesas school leaders facilitate change-

his role melds with the role

Sometimes ¢
of catalyst for change. The key distinction

between the TWO is that a school leader
facilimtes a speciﬁc change initiative while a
catalyst for change inquires about the need
for change.

For the coac
leader, facilitation S

h in the role of a school
kills such as establish-
ing norms, implementing decision-making
and problem—solving protocols, handling
disagreements; and keeping an €ye of the
purpose and goal are tools of the trade. The

but often from behind the scenes.

coach leads,
Almost invisible in the change process he lets
those who are doing the work rake credit for

the success.
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