
   CLARIFYING COACHNG IN BIRDVILLE
 
 

WHAT COACHES DO  WHAT COACHES DON’T DO
 Focus on student learning   “Fix” teachers 
 Review student work and 

data with teachers 
 Provide information that 

can be used for evaluation 

 Collaborate with 
administrator regarding 
campus goals and needs 

 Serve as substitute teacher, 
cafeteria monitor, or bus 
monitor  

 Plan lessons with teacher   Serve as principal designee 
 Co‐teach and observe 

student learning 
 Provide intervention for an 

assigned group of students 

 Lead campus and district 
professional learning 

 Develop or prepare campus 
improvement plans 

 Attend PLCs to support 
planning for learning 

 Complete tasks such as 
building leveled libraries or 
preparing RtI or LPAC 
folders 

 Gather campus data for 
PLCs 

 Gather teacher data for 
PLCs 

 Build trusting relationships 
with teachers and staff 

 Serve as primary 
instructional leader for the 
campus 

 Continually learn   Provide expertise in all 
content areas 

 



What Is The Role Of An Academic Coach?  

Planning for Learning 
 PLC 

o The academic coach will visit each PLC.  
o The focus will be on supporting each PLCs use of the Planning for Learning Protocol with fidelity.   
o The academic coach must encourage and model collaboration. If a PLC is struggling in any 

manner, they should not only inform the campus principal first, but reach out to the content 
coordinators for assistance.   

 Other Times 
o Conference period may be used when the appointment is mutually agreed upon by the teacher, 

the academic coach and/or the principal. 
o Before or after school may be used when the appointment is mutually agreed upon by the 

teacher, the coach and/or the principal. 
 
Professional Learning 
 Whole Group 

o The academic coach may present professional learning on district initiatives. 
o The academic coach may notice patterns across multiple grade levels. Professional learning may 

be developed around the pattern for the whole teaching staff. 
 Small Group  

o The academic coach may meet with grade level teams. 
o The academic coach may meet with teachers from different grade levels on a specific topic. 

 Individual Coaching 
o The academic coach and teacher will plan together for a lesson. 
o The academic coach and the teacher will co-teach a lesson.  

For example, the coach will mini-model the beginning of the lesson while the teacher observes. 
Then the coach will trade places with the teacher and observe student learning while the teacher 
teaches a portion of the lesson. During the co-teach session, the teacher and coach may have 
students do something independently for 2-3 minutes as they discuss the direction of the lesson 
or while the teachers asks questions of the coach. 

o The academic coach and the teacher will meet to reflect on a lesson. 
 
Using Data for Learning 
 The academic coach must support a growth mindset to professionally develop teachers in a PLC through 

the use of data using the data analysis protocol.   
 The academic coach may compile campus data in order to look for trends and patterns. 
 The academic coach may review student work and data with teachers 

 
Coaching for Learning 

One might wonder exactly how much time on a weekly basis should an academic coach be spending on the 
various tasks assigned.  The following table gives guidelines for the time a coach may spend on a task each 
week while on a campus. 
 

Job Description Time on Campus 
Developing Positive 
Relationships with Staff 

On-going 

Meeting with Principal 1 time per week 
Walks with Principal As scheduled 
Observing Student Learning in 
Classrooms 

10% 

Planning for Learning 30% 
Professional Learning 35% 
Using Data for Learning 25% 



 



 
What Is The Role Of An Academic Coach/Dean of Instruction 

 
Professional Learning Communities: 
On a weekly basis, the Academic Coaches and Deans of Instruction will visit each PLC. 
The focus will be on ensuring that the Birdville ISD PLCs: Planning for Learning Protocol 
is being implemented with fidelity.  The Academic Coaches and Deans of Instruction must 
encourage and model collaboration and must support a growth mindset to professionally 
develop teachers through the use of data using the data analysis protocol.  The Academic 
Coaches and Deans of Instruction should facilitate observations of teachers within the PLC 
so that teachers can learn from their peers.  If a PLC is struggling in any manner, they 
should not only inform the campus principal first, but reach out to the content 
coordinators for assistance.  Other strategies to support the work might be to facilitate a 
study group, conduct professional development or a book study to increase their efficacy in 
planning for learning.   
 
Conducting Conversations – Planning for Learning Protocol 
A focus of coaching is the ability to build professional and trusting relationships with and 
between colleagues. In order to do that, coaches can conduct a dialogue with the PLC that 
moves from a trying to “fix it” mindset to one of growth and a focus on student-
centeredness.  The Academic Coaches and Deans of Instruction can use the following 
questions as conversation starters with the PLC: 
 
 What is it we want students to learn? 
 How will we know when each student has mastered the essential learning? 
 How will we respond when a student experiences initial difficulty learning? 
 How will we deepen the learning for students who have already mastered the 

essential knowledge and skills? 
 In a perfect world, can you describe to me what the learning would look like among 

your students? 
 What is your goal for students in this lesson? How will that look? 
 How will we collect evidence to see what they can do? (i.e. what is the product) 
 What are our next steps based on the evidence we collected? 

 
Classroom Colleague: 
The key to supporting the work of the PLC is the fact that the Academic Coach or Dean of 
Instruction cannot separate himself or herself from the classroom environment. In order to 
support teaching pedagogy and student learning, the content coordinators will be defining 
the fidelity points for the classroom that an observer should see when classroom walks are 
conducted.  The fidelity points will be at the core of the work that will be discussed and 
observed with the campus principals on each campus visit and in the six-week’s meetings 
with the Academic Coaches and Deans of Instruction.  The Academic Coaches and Deans 
of Instruction will pay respect for the practices of individual teachers and their classrooms 
and understand that everyone has different teaching styles, which cannot be judged as 



“right” or “wrong.” We must always remember that a student-centered coaching model 
requires coaches, teachers and students to interact frequently in classrooms.  
 
Effective Time Allocation Strategy 
One might wonder exactly how much time on a daily basis should a coach be spending on 
the various tasks assigned.  Time management is a critical component for quality coaching 
and a typical day in the life might look like: 
50% - PLC visitation to co-plan and to act as a classroom colleague by observing, modeling 
and demonstrating lessons. 
25% - Designing and delivering professional development training to support and 
encourage the pedagogy that is needed to implement the fidelity points specified by the 
content coordinators and the campus/district improvement plan.  The training is delivered 
in many formats that include one-to-one, whole group PLC, cross curricular small group 
and large group.  The training should not be a “one stop and shop model” and should be 
differentiated based on the needs of the teacher or PLC’s.   
25% -  Analyzing data, facilitating with the campus principal data meetings using the data 
analysis protocol and conducting research and providing resources for teachers or PLC’s 
who need continued support or enrichment.   
 
The bottom line is that there are varying thoughts as to what defines “good time 
management” for the Academic Coaches or Dean of Instruction; however, all are in 
agreement that it must include acting as a classroom colleague by observing, co-teaching 
and modeling effective Tier 1 instruction, immersing themselves weekly in the PLC work 
and analyzing data in order to facilitate data meetings.  
  



 
What Is The Role of the Principal in the Instructional Coaching Model 

(Diane Sweeney 2012) 
 

Role #1: Communicator 
Purpose: To build understanding of the interconnectedness of the coaching model, 
campus/district improvement plans, and district initiatives.  

 
Practices include, but are not limited to: 

•Articulating the purpose and components of the coaching model to staff 
• Leading and communicating to staff about the district and campus 

initiatives in relation to the role of the Academic Coach or Dean of 
Instruction. 

• Maintaining the fidelity of the Instructional Coaching Model 
 
Role #2: Facilitator 

Purpose: To collaboratively plan and coordinate professional learning.  
 
Practices include, but are not limited to: 

• Fostering a safe and trusting environment 
• Aligning professional learning with the building’s CIP  
• Facilitating access to the coaching model process 

 
Role #3: Instructional Leader 

Purpose: To support coaches and teachers in the coaching model.  
 
Practices include, but are not limited to: 

• Implementing the school and district initiatives 
• Meeting with school coaches and leadership team on a regular basis to 

examine school data and assist in school‐wide planning (including 
professional learning) 

• Acting as a strong advocate for student learning based on data used to 
inform instruction 

• Sharing best practices research 
• Committing to meet regularly with coach or coaches to support their roles 
 

Role #4: Learner 
Purpose: To promote and model professional learning.  

 
Practices include, but are not limited to: 

• Engaging in professional reading and learning opportunities 
• Participating actively in the teaching and learning cycle 
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Student‐Centered, Teacher‐Centered, and Relationship‐Driven Coaching 
 

 

More Impact on Students‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐‐Less Impact on Students 

  Student‐Centered Coaching  Teacher‐Centered Coaching  Relationship‐Driven Coaching 

  R
ol
e 

The coach partners with 
teachers to design learning 
that is based on a specific 
objective for student 

The coach moves teachers 
towards implementing a 
program or set of 
instructional practices. 

The coach provides support 
and resources to teachers. 

  Fo
cu
s 

The focus is on using data and
student work to analyze 
progress and collaborate 
to make informed 
decisions about 
instruction that is 
differentiated and needs‐ 

The focus is on what the 
teacher 
is, or is not, doing and 
addressing it through 
coaching. 

The focus is on providing support to 
teachers in a way that 
doesn’t challenge or 
threaten them. 

  U
se
 o
f 
D
at
a 

Formative assessment data 
and student work is used 
to determine how to 
design the instruction. 
Summative assessment 
data is used to assess 
progress towards 

Summative assessment data is 
used to hold teachers 
accountable, rather than as a 
tool for instructional decision‐ 
making. 

Data is rarely used in relationship‐ 
driven coaching. 

  U
se
 o
f 

M
at
er
ia
ls
 

Textbooks, technology, and 
curricular programs are 
viewed as tools for 
moving student learning 
to the next level. 

The use of textbooks, 
technology, and 
curricular programs is 
the primary objective of 
the coaching. 

Sharing access and information to 
textbooks, technology, and 
curricular programs is the primary 
focus of the coaching. 

  P
er
ce
p
ti
o
n
 

O
f 
th
e 

C
o
ac
h
 

The coach is viewed as a 
partner who is there to 
support teachers to move 
students towards mastery 
of the standards. 

The coach is viewed as a 
person 
who is there to hold teachers 
accountable for a certain set 
of instructional practices. 

The coach is viewed as a friendly 
source of support who 
provides resources when 
needed. 

  R
o
le
 o
f 

R
el
at
io
n
sh
ip
s 

 
Trusting, respectful, and collegial relationships are a necessary component for this type of coaching. 
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PARTNERING WITH THE SCHOOL LEADER 
 
 

Leading Coaching
School Leadership  Coach 

Sets high expectations for teacher and student learning.  Provides support to teachers so they can meet the 
expectations that have been established by the school 
leadership. 

Holds teachers accountable for meeting the needs of the 
students. 

Organizes coaching so that it aligns with the accountability 
measures that are in place. 

Establishes a vision and sets priorities for how to move 
student learning forward. 

Prioritizes work that has the most potential to impact 
student learning. 

Makes strategic use of the coach to move teacher 
learning forward. 

Articulates his/her role as a coach and engages teachers in 
the coaching process. 

Leads the decision making about the scope and breadth 
of the content that is taught. 

Helps teachers design instruction that aligns with 
expectations about the content that is taught. 

Knows what high quality instruction looks like and sets 
the expectation that this is the norm throughout the 
school. 

Skillfully supports teachers to implement high quality 
instruction. 

Is aware of situations when students are 
underperforming and works to address the issue. 

Works with teachers across all levels of performance. 

Leads data‐driven conversations with teachers and the 
coach. 

Participates in data‐driven conversations with teachers 
and the principal. 

Spends time in classrooms and provides teachers with 
feedback as a result of the observations. 

Spends time in classrooms to support the delivery of 
effective instruction. 

Creates the structure and time for teachers to 
collaborate with each other and the coach. 

Designs and facilitates collaboration among teachers. 
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