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Literacy Coaching 
Guidance 

Coaching Guidance Support provided by Region 9 Comprehensive Center.

Presenter Notes
Presentation Notes
Welcome to the Literacy Coaching Guidance presentation by the Illinois State Board of Education. 
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Agenda

• Provide a brief overview of coaching. 
• Consider the features of effective practices in literacy 

coaching.
• Learn about key considerations for implementing 

literacy coaching programs.

Presenter Notes
Presentation Notes
The purpose of this presentation is to provide guidance and support to district and school leaders who are planning to adopt a literacy coaching program. We will provide a brief overview of coaching, discuss the features of effective practices in literacy coaching and examine key considerations for implementing literacy coaching programs.
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Reflection Questions

What 
experiences 

have you had 
with coaching?

What led to the 
challenges that 
you had with 

coaching?

What would 
have made your 

coaching 
experiences 

better?

What led to the 
successes that 
you had with 

coaching?

Presenter Notes
Presentation Notes
Before we begin with the overview of coaching, think about your experiences with coaching. What experiences have you had with coaching? What led to the challenges that you had with coaching? What would have made your coaching experiences better? What led to the successes that you had with coaching?  
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Overview of Coaching
• What is coaching?
• What are the goals of coaching?
• What is the impact of coaching?

Presenter Notes
Presentation Notes
Now that you have reflected on your experiences with coaching, we will spend the next few minutes discussing coaching in general. In particular,: [Click] What is coaching? [Click] What are the goals of coaching and [Click] what is the impact of coaching?
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The Evidence Base for Coaching

The Effect of Teacher Coaching on
Instruction and Achievement:

A Meta-Analysis of the Causal Evidence

Mathew A. Kraft, Brown University
David Blazar, Harvard University
Dylan Hogan, Brown University

2018

Presenter Notes
Presentation Notes
The evidence base for most of the information that we will provide on coaching in this presentation is from Kraft, Brown & Dylan’s (2018) meta-analysis entitled, “The Effect of Teacher Coaching on Instruction and Achievement: A Meta-Analysis of the Causal Evidence. Kraft et al., (2018) reviewed the research literature on coaching and conducted a meta-analysis to estimate the effect of coaching programs on teachers’ instructional practice and student’s academic achievement.
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What is coaching?
Coaching is a process in which instructional experts 
work with teachers to discuss classroom practice in a 
way that is …

Source: Kraft, Blazar, Hogan (2018)

Individualized

Intensive

Sustained

Context-
Specific

Focused

Presenter Notes
Presentation Notes
 Let’s begin with a working definition of coaching. Coaching is a process in which instructional experts work with teachers to discuss classroom practice in a way that is 
[Click]. Individualized in that coaching sessions are one-on-one 
[Click]. Intensive—Interaction between coaches and teachers occur at least every couple of weeks.
[Click]. Sustained—Coaching is done over an extended period.
[Click]. Context-specific—coaches provide coaching to teachers on their practices within the context of their own classroom
[Click]. Focused—coaches engage teachers in deliberate practice of specific skills
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There is diversity among coaching 
models, but the primary goal of coaching 

is to improve student’s literacy 
achievement through improved teaching 

knowledge and practices.

Presenter Notes
Presentation Notes
There are various models of coaching, such as cognitive coaching, instructional coaching, peer coaching, and transformational coaching. Regardless of the coaching model used, the primary goal of coaching is to improve student’s literacy achievement through improved teaching knowledge and practices.
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Impact of Coaching

Improved 
Teaching 
Practices

Improved 
Student 

Achievement 

Source: Kraft, Blazar, Hogan (2018)

Presenter Notes
Presentation Notes
A 2018 meta-analysis of 60 random control trial and quasi-experimental studies utilizing causal research designs found that coaching resulted in a positive effect on teaching practices and student achievement

It is important to note that only well-designed coaching programs are effective. For example, coaching programs that focus on a specific content, such as reading and math, show greater effects on teaching and learning than coaching focused on general teaching practices.
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Features of Effective Coaching Programs

Presenter Notes
Presentation Notes
Coaching programs include all in-service professional development programs where coaches observe teachers’ instruction and provide feedback to help them improve. Although no one set of features defines all coaching programs, we will share the most salient features that are cited in the research. 
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Features of Effective 
Coaching Programs
 Incorporate aspects of high-quality 

professional development.
 Pair coaching with group trainings.
 Pair coaching with instructional resources 

and materials (e.g., curriculum).
 Deliver in-person or virtual coaching.
 Consider coaching quality over quantity.

Source: Kraft, Blazar, Hogan (2018)

Presenter Notes
Presentation Notes
There are several features of effective coaching programs.
First, coaching programs that incorporate the essential features of high-quality professional development are more likely to improve teacher practice. These features of effective development include content-focused, active learning utilizing adult learning theory; collaboration, typically in job-embedded contexts; use of  models and modeling of effective practice; feedback and reflection; and sustained duration. 
Build coaching within a broader system of instructional support by pairing coaching with group trainings and pairing coaching with instructional resources and materials, such as curriculum . Pairing coaching with group trainings produced a larger effect size on instruction and achievement. In other words, teachers may benefit from building content knowledge before engaging with a coach. Pairing coaching with instructional resources is also effective.
As far as delivery mode, there is no difference in impact between coaching delivered in person or virtually.
Finally, evidence has not been found to support that coaching must be high-dosage to be effective. It's best to focus on the quality of coaching sessions; however, it is generally better to have more coaching sessions, not fewer.
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A school culture that is committed to 
continuous improvement and builds 

strong relational trust among 
administrators and staff facilitates 

teachers’ openness to engage with a 
literacy coach. 

Presenter Notes
Presentation Notes
 a school culture that is committed to continuous improvement and builds strong relational trust among administrators and staff facilitates teachers’ openness to engage with a literacy coach. In addition, building environments in which providing and receiving constructive feedback is a regular part of teachers’ professional work is also a key condition for the success.
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Well-Designed Coaching Practices Outcomes

• Individualized
• Intensive
• Sustained
• Context-specific
• Focused

• Observation
• Modeling
• Feedback
• Relationship 

Building

• Improved 
Teaching 
Practices

• Improved 
Student 
Achievement

Strong Administrator Support and School Culture

Emphasis on Continuous Improvement

Organizational factors that support program success:

Theory of Action for Effective Coaching Programs

Presenter Notes
Presentation Notes
We present a working theory of action of effective literacy coaching programs. If coaching programs are well-designed, meaning individualized, intensive, sustained, context-specific, and focused) , if teachers have access to literacy coaching practices that include observation, modeling, feedback, and relationship building, then teachers will have improved teaching practices and students will have improved student achievement. 

Strong administrator support and a school culture in which relational trust exists is the key to ensuring that coaching programs succeed.
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Key Considerations for Designing             
a Coaching Program

Neergard Bookery & Lin Russell (2022)

Scale CostCoherence Continuous 
Improvement

Presenter Notes
Presentation Notes
When designing a coaching program, consider the scale of the coaching program, coherence, cost, and continuous improvement cycles.

In thinking about the scale of coaching programs, smaller coaching programs typically have stronger implementation and greater impacts than larger coaching programs. Scaling up coaching programs may introduce more variance and reduce adherence to program design. This could be due to the difficulty of finding high-quality coaches. However, virtual coaching can be leveraged to increase the number of teachers that a coach supports.  Nevertheless, prior to scaling programs, districts should invest in time for thoughtful consideration and planning to address implementation barriers.

Coherence– Mentioned previously as a feature of effective coaching programs, coaching initiatives are more effective when they are intentionally integrated into teachers’ instructional contexts; for example, aligned with curricula and student learning expectations, such as pairing coaching with group trainings and curricular and instructional materials.

Cost—There are no recent cost-analyses of coaching. A 2010 study, found that coaching generates substantial improvements in student achievement at a lower cost per student than student-level interventions such as high-dosage tutoring or summer learning programs. However, a 2012 study cost analysis across three schools found per-teacher costs ranged from $3,300 to upwards of $5,200 (Knight, 2012).

Continuous Improvement cycles help ensure that coaches are employing high-leverage practices and can reduce implementation roadblocks. For example, example, continuous improvement can help coaches engage in cycles that enable them to test and study changes to their coaching practice, which helps with overcoming challenges, such as time allocation and teacher resistance. 
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Literacy Coaches

Presenter Notes
Presentation Notes
Since literacy coaches play a critical role in improving teacher practice and student achievement, it is important to examine the characteristics of effective literacy coaches and supports that are necessary for successful literacy coaching. 
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Building 
Relationships

Effective Literacy Coaching Practices

Modeling

Practice

Observation

Feedback

National Center for Systemic Improvement at WestEd (2019)

Presenter Notes
Presentation Notes
Coaching practices with the strongest evidence for improving teachers’ instructional practice and learners’ outcomes include observation, modeling, feedback, and relationship building. Although these coaching practices are critical, they are not inclusive of everything that a literacy coach does. These coaching practices typically occur after teachers have participated in professional learning, such as workshops, institutes, or trainings to support successful application of content in the classroom
Observation is direct monitoring of the teacher in the classroom. Observation allows the coach to collect data on the teacher’s use of an evidence-based practice, or it may provide opportunities for the coach to model the use of an evidence-based practice. 

Modeling occurs when a coach demonstrates how to use an evidence-based practice. Modeling can occur inside the classroom or outside the classroom, such as in a professional learning community. The primary purpose of modeling is to help teachers understand how an evidence-based practice looks and how it can improve learning.

Feedback—Both teacher and coach participate in feedback where the coach provides information to the teacher following observation to support the development of  practiced skills. Providing feedback is highly effective in improving teacher practice.

The final critical coaching practice includes the development of positive teacher-coach relations--relationship building. This is where the literacy coach needs strong interpersonal and collaboration skills along with expertise in literacy to develop a collaborative partnership with teachers. To develop relationships, again, coaches should be nonevaluative.

As previously mentioned, coaching requires teachers to be willing to engage in the process, to be able to open themselves up to feedback. Research on the school as an organization has provided some insight to support teacher buy-in.  Segue to the next slide.
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Ideal Candidates for Literacy Coaching
Strong relationship-building skills

• Example: A candidate who regularly collaborates with teachers, provides support, and 
fosters a positive and trusting environment for professional growth.

Strong communication skills that involve judgment-free questioning
• Example: A candidate who encourages open dialogue with teachers, asks insightful 

questions without judgment to understand, and addresses instructional challenges.

Data-driven decision-making skills
• Example: A candidate who utilizes student performance data to identify areas of need, 

plan interventions, and track the effectiveness of instructional strategies.

Up-to-date knowledge about evidence-based instructional practices
• Example: A candidate who stays current with the latest research in literacy education 

and applies proven methods to improve student outcomes.

Presenter Notes
Presentation Notes
There are many characteristics of effective literacy coaches. Primarily, strong candidates have demonstrated effective teaching skills. The coaches’ credibility as an instructional specialist is also critical. Coaches build credibility through content and classroom experience, proficiency with technology, and strong interpersonal and communication skills to develop positive relationships.

Additionally, coaches possess the following characteristics: 

First, strong relationship-building skills. Coaches skilled in teaching and building trusting relationships with teachers generate stronger improvements in teaching and learning. It is essential for literacy coaches to develop trust and rapport with teachers. By emphasizing collaboration and support, they can create a positive professional environment, significantly impacting teacher motivation and student outcomes. It is advisable that the literacy coach does not serve as both the coach and evaluator for teachers to avoid hindering trust. Coaches should view their role as partners with teachers.

Second, strong communication skills that involve judgment-free questioning. Effective communication is key to successful coaching. Coaches must encourage open, honest communication without fear of judgment. By fostering an environment of open dialogue, they can better understand teachers' needs and areas for improvement, creating a supportive learning environment where teachers feel comfortable sharing their challenges and successes.

Third, data-driven decision-making skills. Coaches need to be adept at using data to drive their decisions. By utilizing student performance data, coaches can identify trends and areas of need, plan interventions, and adjust instructional strategies. Data-driven decisions lead to improved student outcomes and help in making informed decisions that positively impact literacy instruction.

Finally, up-to-date knowledge about evidence-based instructional practices. It is crucial for coaches to stay current with the latest research in literacy education. Ongoing professional development and staying informed about evidence-based practices are essential. Coaches who apply proven methods are more likely to see significant improvements in student literacy skills, enhancing teaching effectiveness.

So, what are the implications for hiring literacy coaches? Hiring processes should consider coaching candidate’s teaching and coaching ability by asking them to model or reflect on how they work collaboratively with teachers to improve learning.
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Time Professional 
Development

Supports for Successful Literacy Coaching

Administrative 
Support

Presenter Notes
Presentation Notes
Literacy coaches need to be supported in order to be successful.

First, coaches need protected time to coach.  Positioning coaches as accountable to district-level leaders rather than a school-based employee can result in coaches spending more time working with teachers than school-based coaches, who might devote more time to administrative and teaching duties.

Coaches also benefit from opportunities to connect with and learn from their peers, as well as other forms of professional development.

Last but not least, coaches perform best with strong support from their school and district leadership. School administrators can support literacy coaches by establishing clear expectations about how the coach will support professional learning, encouraging teachers to work with coaches, and providing coaches with time and resources to facilitate coaching.
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Food for Thought

• How will you communicate clear and consistent expectations for 
coaching?

• What structures and guidelines are needed to enable effective 
coaching?

• How will you provide a structure for coaching that includes 
dedicated time and resources?

• What is your process for hiring well-qualified literacy coaches?
• What is your role in the successful implementation of coaching?
• How will you create the conditions to establish a culture of 

learning and trust for effective literacy coaching?

Presenter Notes
Presentation Notes
As you recall, this purpose of this presentation was to provide guidance and support on coaching. We have provided the key components of coaching for you to consider in planning successful coaching programs. Here is some food for thought to guide you on your coaching journey.  Read the questions.
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Literacy Coaching Checklist
• Please see the literacy coaching 

checklist for further guidance.

Presenter Notes
Presentation Notes
Thank you for your participation. This concludes our presentation.  For further guidance, please see the literacy coaching checklist.
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Contact

ISBE's Standards and Instruction Department

standards@isbe.net
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