
Maximizing Capacity-Using 

Evidence to Collectively 

Personalize Student Learning
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A Coach Helps School Staff 

Members Improve…

• Competency

• Confidence

• Commitment 
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Reflection

How does a 

coach build the 

instructional 

capacity of 

individual 

teachers, teams, 

and schools?
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• Promoting data driven decision-making

• Asking the right questions

• Facilitating critical reflection, dialogue, 
and discussion

Maximizing Capacity
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“If schools are not getting 
the results they want, they 
need to consider their 
processes, or how they are 
getting their results.  If they 
want different results, they 
must change the processes 
that create the results.”

Bernhardt, 2004

Data-Driven Decision Making
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Considering the Meaning of Data

“The term data does not mean just test 

scores; it encompasses all the talk  and work 

of teachers and students. Data may come 

from homework assignments, writing 

samples, portfolios, exit slips, journals, or any 

information that provides the opportunity to 

discuss student work in the context of the 

lesson and instruction.”

Nidus and Sadder, 2011
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• Clarifying Questions gather additional 
information.

• Eliciting Questions extend thinking. 

• Leading Questions encourage reflection.

Effective Questioning
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“A committed listener helps people think 

more clearly, work through unresolved 

issues, and discover the solutions they 

have inside them. This often involves 

listening beyond what people are saying to 

the deeply held beliefs and assumptions 

that are shaping their actions.”
Hargrove, 1999

Facilitating Critical Reflection, 
Dialogue, and Discussion
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Pace and Lead

1. Acknowledge the individual’s or 
group’s current state of mind.

2. Treat the state or experience as valid.

3. Match the state.

4. Gently lead the individual or group to 
the new, desired state.
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• “You seem to be feeling anxious.”

• “I’m sensing that you feel frustrated." 

• “I get the sense that you are     

overloaded.”

• “It seems to me that you’re feeling 

confused.”

Acknowledging the Current 

State of Mind

10



• “This is not surprising.”

• “You have every right to feel this way.“

• “This is a very normal feeling.”

• “Many others are feeling this same way.”

Treating the State of Mind or 

Experience as Valid
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• “I’ve felt exactly the same way myself.”

• “I’ve been there myself.”

• “I’m having the same reaction.”

• “I can empathize with you.”

Matching the State of Mind
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• “I believe that when some of your questions 

are answered, you’ll feel more comfortable 

with this.”

• “Let me tell you how I dealt with a similar 

situation.”

• “Here are some strategies I’ve used to deal 

with this problem.”

• “Tell me what’s bothering you.  Perhaps I can 

clarify some points of concern.”

Gently Leading to a New 

State of Mind
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Pace and Lead

From To

Uninterested Some interest

Resentful Less annoyed

Stressed Some comfort

Overwhelmed Seeing some 

possibilities

Powerless Some potential

Confused Some clarity
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Pace and Lead

• Acknowledge the current state of mind.

• Treat the state of mind or experience as 
valid.

• Match the state of mind.

• Gently lead to a new state of mind.
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Coaching Cycle

Pre-observation 
Conference: 

Establish Focus

Classroom 
Observation: 

Observe or Model 
Lesson

Post-observation 
Conference: 

Debrief Lesson
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Giving Feedback

• Descriptive

• Specific

• Well-timed

• Clearly communicated
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Using Praise

• Contingent

• Specific

• Sincere

• Varied

• Credible
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