~—
\ N CSL National College for

School Leadership




Acknowledgements

The authors would like to thank the following
contributors from the Development and Enquiry
project, of coaching case studies and material
from the Leadership Network: Bedfordshire
Excellence Learning Cluster/NLC, Colne
Community School, Lark Rise Lower School,
Millthorpe School, Newhall Green School,
Ponteland School, Prendergast School, Walker
Technology College and Waverley School. We also
appreciated the additional research provided by
Holly Mitchell of CUREE and suggestions from
Jane Creasy, NCSL.

Leading coaching in school networks

Some key messages for network and partnership
leaders, school leaders and leaders of
professional learning to support the development
of coaching within a continuing professional
development portfolio

Julie McGrane

Edited by Kirsten Hill and Tricia Sharpe



Leading coaching in school networks

Coaching is being used increasingly within professional and school development. A National
Framework for Mentoring and Coaching' is now in place to support development. Evidence
suggests that adult learners value the opportunity to collaborate with peers and access skilled
support for a journey focused on professional growth. Coaching offers processes that helpfully
extend and structure professional dialogue, observation and feedback.?

Schools are finding that, if the right conditions can be
created and the confidence and skills developed, there
are enormous benefits to be achieved through the
building and sustaining of coaching relationships.
There is a growing belief that it offers much for all
learners in schools — students, adults and leaders.

The evidence presented here suggests that applying
coaching approaches in a networked context brings
added benefits. The possibilities for expert training and
ongoing collaborative support for coaches, for
example, are extended when schools work together,
have a shared purpose, and pool resources.

The arguments for investing in coaching and the
development of others have emerged from a number
of strands of the National College for School
Leadership’s (NCSL) work. Research around how leaders
influence teaching and learning, on the nature of
distributed leadership, and on succession planning has
clearly demonstrated the significance of leaders
employing coaching approaches and developing a
culture of ‘learning conversations’.

Coaching and leadership

The NCSL publication, Leading Coaching in Schools®

set out six propositions for school leaders:

1 Leaders have a moral responsibility to promote
everyone’s learning, both adults and pupils.

2 Leaders have a moral imperative to develop the
next generation of school leaders.

3 High-quality coaching in schools supports
professional development, leadership sustainability
and school improvement.

4 Leaders therefore have a responsibility for providing
the processes, structures and resources to support
coaching.

5 Central to these propositions is the role of learning
conversations, which make tacit knowledge explicit
and engages staff in open and honest feedback.

6 Leaders should model the dialogue and personal
approaches that create a culture of high-quality
coaching interactions across the school.

This booklet illustrates how these propositions have
been both demonstrated and supported through the
application of coaching in a networked or school-to
school context.

It booklet draws on the experience of two Networked
Learning Communities (NLCs) involved in a
Development and Enquiry project, Headteachers
participating in the Leadership Network and case
studies produced in association with Leading
Coaching in Schools.

" DfES (2005) National Framework for Mentoring and Coaching, sponsored by the DfES and supported by national agencies, including TDA, GTCE, NCSL, and

National Strategies. www.teachernet.gov.uk

2 Cordingley, P, Bell, M, Rundell, B, Evans, D (2003) The impact of collaborative CPD on classroom teaching and learning, London, EPPI
Cordingley, P, Bell, M, Thomason, S, Firth, A, (2005) The impact of collaborative continuing professional development (CPD) on classroom teaching and learning.
How do collaborative and sustained CPD and sustained but not collaborative CPD affect teaching and learning? London, EPPI

® Creasy, ] and Paterson, F (2005) Leading Coaching in Schools, Nottingham, NCSL www.ncsl.org.uk/coaching.
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The key issues

This booklet reflects on what networks and
collaborative partnerships are learning about the
benefits and development of coaching in and between
schools.

It focuses on the following three themes:

1

Management and leadership issues associated with
implementing and sustaining coaching.

The role coaching can play in addressing issues of
professional learning, with particular reference to
the potential for impact on underperformance and
underachievement.

The added value of adopting a networked
approach to coaching.

Development and enquiry activity has highlighted and
illustrated practical ways of approaching the following
seven key issues that provide the structure for this
booklet:

The seven key issues
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Conditions

Leadership

Purpose and focus

Tools and processes

Teacher beliefs and learning
Underperformance and underachievement
The networked contribution

Each issue has a dedicated page that:

provides references from research to illuminate the
value and practice of coaching;

presents messages from the enquiry project, the
Leadership Network or case studies;

invites you to pause for thought and consider
relevance to your own approach to professional
development.
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The National Framework for Mentoring and Coaching proposes 10 principles based on evidence
from research and consultation, notably by CUREE. These are provided here for reference:

1 A learning conversation 7 Understanding why different approaches work

Structured professional dialogue, rooted in
evidence from the professional learner’s practice to
enable reflection on them.

A thoughtful relationship

Developing trust, attending respectfully and with
sensitivity to the powerful emotions involved in
deep learning.

A learning agreement

Establishing confidence about the boundaries of
the relationship by agreeing and upholding ground
rules that address imbalances in power and
accountability.

Combining support from fellow professional
learners and specialists

Collaborating with colleagues to sustain
commitment to learning and relate new
approaches to everyday practice; seeking out
specialist expertise to extend skills and knowledge
and model good practice.

Growing self direction

An evolving process in which the learner takes
increasing responsibility for their professional
development as skills, knowledge, and self
awareness increase.

Setting challenging and personal goals

Identifying goals that build on what learners know
and can do already, but could not achieve alone,
whilst attending to other school and individual
priorities.

Developing understanding of the theory that
underpins new practice so it can be interpreted and
adapted for different contexts.

Acknowledging the benefit to the mentors
and coaches

Recognising and making use of the professional
learning that mentors and coaches gain from the
opportunity to mentor or coach.

Experimenting and observing

Creating a learning environment that supports risk-
taking and innovation, and encourages professional
learners to seek out direct evidence from practice.

10 Using resources effectively

Making and using time and other resources
creatively to protect and sustain leaning, action and
reflection on a day to day basis.
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Key issue 1: Conditions

Creating an environment and culture in which coaching can thrive demands both leadership
and management. Systematic planning is required if a culture conducive to a sustained

commitment to professional learning is to be achieved.

Unsurprisingly, the conditions perceived to be essential are not inherently complex, but they
can be challenging in schools where there are a number of pressures placed upon resources

and on those with the responsibility to lead change.
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Leadership is central to the creation of optimal conditions for learning, or ‘getting the culture right’.
As one headteacher put it, “As a leader, it is my responsibility to create the conditions for staff to succeed.”

The challenge for school leaders is not only to set up and maintain systems and processes to support
coaching, but also create a culture for coaching through their actions and words — not just what they do
and say, but how. Developing the most fertile conditions for coaching requires school leaders to be
increasingly attuned to and skilled in the arts of listening, questioning and ‘learning conversations’.

Leaders also need to be aware of the influence of power
relationships. One of the principles within the National
Framework identifies the importance of ‘agreeing and
upholding ground rules that address imbalances in power
and accountability’. Leading coaching in schools highlights

the importance of being explicit about power differences es 3
and agreeing ground rules to minimise them. This can be \ sages vrom the Enquiry project

particularly challenging when there is pressure for results W When trying to invelve o widev group of colleagues on o

and the leader/ coach feels they have the best solutions. sustaimable basis, all teachers soaw Hhat sewior leadership
| commitment wars vital, This commitment was often

“A good coach communicates a belief in people’s potentials | measred by their contribution to creating the vight

and an expectation that they can do their best. The tacit | Condiblons or o cveating o suitable culture i which

o . . , . . coaching migh i
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expect your best efforts.” As a result, people sense that the
leader cares, so they feel motivated to uphold their
standards of performance, and they feel accountable for ;

how well they do.” * - 3 J
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Please use this space to record your thoughts
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* Goleman et al, 2002, The new leaders, London, Little Brown.
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References from research
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Messages fvom the Enquivy praoject
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Place in peer situations as well as with formal structuves.”

Elizaveth Gilpin, Deputy Headteacher



Leading coaching in school networks

Creati . . .
infea’[lnglspaces in WhICh people learn is better not left to chance. A combination of formal and
| orma opportunities enable personalisation and choice and ensure that a rich variety of
. . .
arning approaches exist among adult learners, including collaborative opportunities

f

| Messages from the Enquivy praject

Netwovks create wmove and AibLevent oppovtumities fov Aeveloping coaching in velation to contrent (€9 specialist

J knowledge) amad process (eg expevtise About pedagogic focus ov coaching process).

; A vamge of tools ana processes weve highlighted as hawing sigv{l@lco\w{— venelits. one of the wost highly valued of

these was video. Participants unamimously identified its use as ome of the most powevful aspects of the process fov
! enoboling powevtul professional Aevelopment. In owe network all professional leavuers cited at least one mstamce of
wew leawning awising as & consequence of watrching the video of their own lesson. It appeavs to hawe a namvey of
Aibfevent Lunctions, but wost pavticipamts ackuowledgea that i they weve avle to bring thewmselves to be videoed
they weve amazed by what it cam veveal about their teaching amd their classvoows.

\ Another tool of veal value was coding sheets yased on the National Evamewovk Lor Coaching amd Mentoving. This
was used by the cvoss-metwork enquiry group to aundit the type of skills and learning evident n the coaching
convevsations. The coding sheets included crirevia such as:

\ + Professional leavuer avticulates existing beliets amd velects ow thew.

» Evidence of learning that conlaw't be achieved on one’s own.

| » Evidence that skills have increased as pavt of the coaching expevience.

s As o vesult of the coaching processes the professional learner has ov plawms Yo take a visk or

nnovate in theiv classvoom.
These weve applied to the videos of coaching convevsations amd proved valuable as a formative amA
\ Aiaguostic tool.
\ Messages from case studies

several case studies amd the Enauivy praject Avew ow the GROW wodel:

G - Goal What Ao you womt?
r‘.. R - Reality What is happening wow?
F O - Options What could you Ao?
¢ W= Wil wWhat will you Ao?

This ama other approaches and tools com be found in Leading Coaching mn SchoolS on www.ucsl.ovg.uk/coaching.
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Pause for thought...?

Questioning skills appear critical. How will you help  Creatinga space to review the coaching process
coaches to learn how to improve this aspect of their alongside colleagues helps quality control the
process: a vital component of improving coaching

coaching practice?
skills. This is another demand on time. How could
you manage this?

Reviewing videos of work seems to be a particularly
powerful tool — but also a potentially intimidating
one. What could you do to encourage colleagues to
bite the bullet and review videos of their own

lessons?

Please use this space to record your thoughts
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Key issue 5: Teacher beliefs and learning

Teaching is a highly complex skill. Under each set of teacher behaviours lies a deeply rooted set
of beliefs about subject content, teaching and learning. It is likely that if teachers are to change
classroom behaviours or explain their practice in detail their beliefs need to be made explicit.

Coaching creates an environment in which a combination of skilful questioning and skilled
learning can help to elicit these beliefs and enable teachers to review them.

References from research
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Messages Brom the Enquivy project
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Pause for thought...?

Schools need to create opportunities for learning

conversations which help make teacher beliefs
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Please use this space to record your thoughts
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Coaching is a powerful tool for accelerating the development of knowledge, skills and
understanding of staff at all levels. It is increasingly being employed within schools facing

difficulties as @ means to secure, support and embed learning.

Evidence collated by CUREE has shown that in general the benefits to the coach outweigh those
of the professional learner. This has significant implications for those schools that see coaching
as the means of improving underperforming teachers. Indeed it implies that enabling those

teachers to become coaches themselves has greater likelihood of improving their performance.
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References from research
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Reflecting on their experiences of coaching in a networked context, Enquiry project participants

believed a network provided:

* greater capacity to resource external expertise;
a source of professional accountability beyond the school;

* a route for sharing learning;

* opportunities for tight modelling in one setting which could then be modelled and tested
across the network;

* a community which can support those individuals/schools that are underperforming/
underachieving;

* opportunities for cross-school coaching, such as for curriculum groups.

In the early stages of a networked approach it is likely that the emphasis will be on resourcing
coaching, developing a focus and purpose, and developing knowledge about process.
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