
Instructional Coaching Guide

About This Guide
These introductory coaching guides are meant to support the development of educators 

through building relationships and the coaching impact cycle. Each coaching conversation, 

model lesson, and all other activities should be centered on student outcomes and always 

motivated by valid and reliable student assessment data. As a result, literacy leaders and 

educators approach the coaching process in a way that is driven by equitable student 

achievement. 

Relationships are the Heart of Cox Campus Coaching 

•	 A Culturally Competent Coach

•	 Four Essential Conditions

•	 Adult Learning and Instructional Coaching

•	 CPR

•	 LEAD

•	 Five Stages of Change

Cox Campus Coaching Impact Cycle
•	 Rollins Impact Cycle

•	 Initial Conversation Framework

•	 Identify Framework

•	 Explain Framework

•	 Modeling & Guided Observation Framework

•	 Pre-Meeting Checklist

•	 Debriefing Agenda 

•	 Coaching Journey Scale

https://coxcampus.org/
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Relationships are the Heart of Coaching
Instructional coaching is one of the greatest forms of professional development in 

improving teacher practices and, ultimately, student outcomes. 

The interaction between coaches and teachers is paramount in all coaching relationships. 

Building strong relationships is one of the most important things an instructional coach 

can do1. Regardless of qualifications, knowledge, and experience, teachers will likely not 

embrace learning from coaches unless they are comfortable working with coaches². 

Trust matters in a coaching relationship and should be prioritized. These resources are 

designed to help coaches build effective communication, partnership, and reliability 

because relationships are the heart of Cox Campus coaching. Coach Note: Relationships 

should be established prior to and as part of the Rollins Impact Cycle resource.

1.	 TechNotes “Relationship-Building Tips For Instructional Coaches,” (https://blog.tcea.org/relationship-

building/). 

2.	 Educational Leadership “What Good Coaches Do,” (https://www.ascd.org/el/articles/what-good-

coaches-do).

A Culturally Competent Coach
	→ The steps to becoming a culturally competent coach.

Four Essential Conditions
	→ Learn the essential conditions for instructional coaching.

Adult Learning and Instructional Coaching
	→ See how adult leaning principles and coaching correlate.

CPR
	→ An overview of the CPR method of communication.

LEAD
	→ A method for more effective communication by following the 

LEAD acronym.
Five Stages of Change 

	→ Learn and understand the 5 stages of change.

https://coxcampus.org/
https://blog.tcea.org/relationship-building/
https://blog.tcea.org/relationship-building/
https://www.ascd.org/el/articles/what-good-coaches-do
https://www.ascd.org/el/articles/what-good-coaches-do
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A Culturally Competent Coach

In order to develop a trusting relationship with those you coach, you must be able to work 

across race, ethnicity, gender, class, sexual orientation, age, and language backgrounds.   

Coaches should work to expand their knowledge and understanding of diverse groups of 

people. Coaches can learn by developing relationships with teachers from cultural groups 

different from their own.

A culturally competent coach is effective despite differences and is committed to those 

being coached, regardless of differences. 

Three Steps to Becoming a Culturally Competent Coach

Step 1: Know Yourself
Reflect on your beliefs, and affirm their presence in your everyday interactions. Use your belief 
statements as confirmation of your respect for culturally rooted values, practices, and beliefs.

Step 2: Seek Insight
Do your research and have exploratory conversations with the teacher you are working with. 
Ask good questions, such as “What is considered respectful or disrespectful in your culture?” or 
“How is education viewed in your culture?” Most importantly of all, ask them directly what they 
would like to share about their culture, and what elements of their culture are most important to 
them. Other questions to explore:

•	 What was it like growing up in your family, and how has it affected your view of education?
•	 Tell me about some rituals, traditions, or family celebrations your family participates in.
•	 Have you ever been treated poorly because of differences, and in what ways?

Step 3: Be Committed
Take the information you have learned and let it inform your coaching. If the teacher is from 
a different part of the world, immerse yourself in their culture and then respectfully integrate 
aspects of what you have learned into your interactions. The more you understand each other, 
the better your relationship will be. 

https://coxcampus.org/
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The Four Essential Conditions for Instructional Coaching

These four conditions must exist for coaching to take root and thrive.

1. School Culture
The coach and those coached are seen as equal partners. All partners take responsibility 
and ownership for change and results.

2. Structures for Collaboration
The school has set aside blocks of time and put in place measures to ensure the coach 
has opportunities to work together with teachers. Coaching is embedded into the 
structure of planning teams and professional learning communities.

3. Leadership Support for Coaching
The leader has a clear vision of the coach’s role and is fully supportive of their work. 
The school leader has a clear vision of their own role in the coaching effort in terms of 
allocating resources, time, support for the coach, and clear communication.

4. Professional  Development for  Instructional Coaching
In this setting, everyone is seen as a learner. The school is oriented toward growth 
and improvement of all professionals and supports the coach in seeking additional 
professional growth and development opportunities. 

1 2 3 4
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Adult Learning Principles and the Coaching Actions that Align

Principle Action
Adults are internally 
motivated and self-directed

Teachers and others who are coached 
choose learning goals they’re interested in 
pursuing, with guidance from their coach.

Adults bring their life 
experiences and knowledge 
to learning.

Effective coaches value the teacher’s 
experiences and make ample room for 
them in the coaching relationship. They 
continuously encourage teachers, and 
others they coach, to connect their past 
experiences with their current learning 
activities.

Adults are goal-oriented. In coaching, learning outcomes are clearly 
identified, and action steps defined so that 
objectives are reached within a given period 
of time. 

Adults are relevancy 
oriented. 

Effective coaches explain the “why” behind 
what learners are asked to do so they can 
more clearly relate it to their own work and 
goals.

Adults are practical. Coaching is focused on the application of 
research-based practices that teachers 
and others can quickly put in place in their 
classroom.

Adults like to be respected. Effective coaches see all adult learners as 
equals and encourage them to share their 
opinions, experiences, and knowledge. Cox 
Campus is a virtual space where the learner 
feels safe, respected, and supported.

https://coxcampus.org/
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CPR: Communication Partnership Responsiveness

For a coaching relationship to be successful, there must be mutual trust between the 
coach and the teacher. Trust does not exist at the outset of the relationship. It must be 
earned and worked toward through your behavior and coaching interactions. There are 
three pillars of building trust in coaching relationships: communication, partnership, and 
responsiveness, or CPR. CPR breathes life into day-to-day coaching!

Communication Partnership Responsiveness
	☼ Be consistent, 

dependable, and 

transparent in all of your 

interactions.

	☼ Strive for effective 

communication through 

the elements of LEAD: 

listening, empathy, 

authenticity, and 

dialogue.

	☼ Be an active listener. 

Never interrupt or allow 

yourself to be distracted.

	☼ Be mindful of non-verbal 

communication.

	☼ Encourage the teacher 

to have an equal share 

in the planning and 

decision-making of the 

relationship.

	☼ Be conscious of the 

teacher’s professional 

experience, and give 

appropriate respect.

	☼ Make the coaching 

relationship a 

collaborative effort.

	☼ Honor your commitments 

and deliver on your 

promises.

	☼ Be positive and timely. 

Respond to the needs of 

the teacher quickly and 

effectively.

	☼ Reflect on your own 

practices and how they 

impact your coaching 

support.

https://coxcampus.org/
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LEAD: Listening Empathy Authenticity Dialogue

Effective communication is one of the key pillars of building trust. It is achieved by having 
direct, fully committed conversations that are free of judgment and distractions. Effective 
communication is characterized by four distinct elements: listening, empathy, authenticity, 
and dialogue, or LEAD for short. 

Listening Empathy Authenticity Dialogue
	☼ Be fully 

committed to the 

conversation.

	☼ No distractions. 

Turn off your cell 

phone.

	☼ Choose a 

conversation 

setting that 

is private and 

comfortable. The 

teacher should 

feel safe to share 

their thoughts and 

ideas without fear 

of judgment.

	☼ Be aware of 

your nonverbal 

communication: 

gestures, posture, 

facial expressions.

	☼ Listen without 

judgment

	☼ Assume good 

intent at all 

times even if you 

disagree with 

what the teacher 

is saying.

	☼ Never interrupt.

	☼ Be patient as 

a conversation 

partner.

	☼ Allow the coachee 

to finish speaking 

before offering 

any feedback.

	☼ Be open and 

transparent about 

who you are and 

how you operate 

as a coach.

	☼ Be forthcoming 

about how 

the coaching 

relationship will 

unfold.

	☼ Share information 

about yourself. 

Make an effort 

to make real 

connections with 

the teacher.

	☼ Maintain honesty 

at all times.

	☼ Find the balance 

between speaker 

and listener. Play 

both roles equally. 

	☼ Ask effective 

questions to 

learn more about 

the teacher. Use 

their responses 

to inform your 

coaching.

	☼ Offer feedback as 

suggestions for 

discussion rather 

than definitive 

solutions. This will 

allow the teacher 

to collaborate 

with you on how 

best to proceed.

https://coxcampus.org/
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Stage Description Coach’s Support Coaching Example
PRECONTEMPLATION No intent to change. 

Unaware of a need for 
change.

	☼ Establish rapport.
	☼ Express empathy.
	☼ Keep it informal.

“I understand your 
concerns. I remember 
thinking the same thing 
when the strategy was 
introduced to me in my 
classroom. I’m curious; 
tell me more about how 
this strategy currently 
looks in your classroom.”

CONTEMPLATION Uncertain about how to 
change, but willing to 
meet you halfway.

	☼ Elicit self-motivation.
	☼ Focus on the 

big picture (child 
outcomes).

“I’m here to support 
you in finding creative 
ways to implement 
this strategy. As you 
begin you will likely 
see many benefits for 
your children, and it will 
probably feel more and 
more natural to include 
the strategy into what 
you’re already doing.”

5 Stages of Change

In 1977, James O. Prochaska and Carlo Di Clemente developed the Transtheoretical Model 

of Change. This model is comprised of five parts, or stages, that characterize how adults 

process change. This resource provides effective ways to support teachers through the 

process of embracing and implementing change in literacy practices. Building a strong 

relationship with your teacher is the most important thing you can do in assuring the 

overall success of your coaching efforts. Knowing your teacher is the only way to discover 

how to best support them through change.

https://coxcampus.org/
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Stage Description Coach’s Support Coaching Example
PREPARATION Accepted the need 

for change. Seeking 
information on how to 
best implement that 
change.

	☼ Provide guidance 
and clarification on 
research topics.

	☼ Form a plan of 
action.

“I know you’ve been 
taking the Cox Campus 
course on Early Literacy. 
I just wanted to check 
in with you to see how 
it’s going, what you’re 
learning, and if there’s 
any way I can further 
support you.”

ACTION Enthusiastic about 
making a change. Ready 
to implement the plan of 
action. 

	☼ ABC Support:
	→ Acknowledge risk. 
	→ Be supportive. 
	→ Celebrate along the 
way.

“Thank you for being 
open to try something 
new. I know it can feel 
challenging, so I admire 
your willingness to try. I 
would love to help and 
support you each step 
of the way. Let’s look 
at our joint action plan 
together and plan out 
our next steps.”

MAINTENANCE Has successfully made 
a change. Must remain 
consistent in order to 
see sustainable results.

	☼ Continue ABC 
support.

	☼ Provide 
opportunities to 
share experience.

“You’ve worked so hard 
on this strategy and 
being intentional with 
implementing it. I’m so 
proud of all that you’ve 
accomplished and so 
excited to see your 
students’ progress. I’m 
excited for you to share 
your experiences with 
other teachers, too.”

5 Stages of Change (continued)

https://coxcampus.org/
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Although Jim Knight’s original Impact Cycle is a powerful tool for instructional coaching, 

the Rollins Center has made some modifications in order to maximize the effectiveness 

of this process in the areas of early language and literacy development. Rollins has also 

modified the cycle to specifically target coaching toward best practices for children. The 

original three phases have been expanded to six, and additional components, such as 

Cox Campus courses, have been included as integral parts of the Rollins approach to the 

coaching process. The resulting model is known as the Rollins Impact Cycle. 

The following chart will cover each phase of the Rollins Impact Cycle. The Impact Cycle 

begins with the Initial Conversation.

The Rollins Impact Cycle

The Rollins Center for Language & Literacy’s 

Cox Campus instructional coaching process 

is carried out using a step-by-step framework 

known as the Impact Cycle. Originally devised 

by coaching expert Jim Knight, the impact 

cycle was designed to support educators in 

discovering and implementing new teaching 

practices for the purpose of improving child 

outcomes. 

https://coxcampus.org/
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Phase Description Additional Details
Initial Conversation The initial conversation is the 

beginning of the coaching 
process and the first phase of 
the impact cycle. The coach and 
teacher will form connections 
and establish the manner in 
which coaching will take place. 
During the initial conversation, 
a coach and teacher will set 
expectations, establish the 
frequency and structure of their 
meetings, and discuss the tools 
and resources that will be used 
throughout the coaching process. 

•	 The coach and teacher will 
begin building connections 
and forming a relationship.

•	 The coach and teacher 
will establish roles, 
responsibilities, and 
expectations for how the 
coaching process will unfold.

•	 The coach will introduce the 
tools and resources to be 
used throughout the coaching 
process.

•	 The coach will discuss 
and schedule the initial 
observation with the teacher 
using the Implementation 
Tool.

Identify The primary function of the 
identify phase is to have a goal-
setting conversation based on the 
current reality of the teacher’s 
classroom and the previously 
identified priority areas. This 
conversation will ultimately shape 
the next phases of the impact 
cycle, and the work you do as a 
coach will seek to achieve the 
goals you will be setting together 
with the teacher.

•	 The coach will share 
information gathered through 
an informal classroom visit.

•	 The teacher will share any 
child data that has been 
collected.

•	 A joint action plan will be 
used to set goals and action 
steps.

•	 The first action step listed in 
the joint action plan will be 
for the teacher to take Cox 
Campus courses that align 
with their goals. 

The Rollins Impact Cycle (continued)
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Phase Description Additional Details
Explain The explain phase of the impact 

cycle is used for clarifying and 
expanding upon the knowledge 
gained from taking Cox 
Campus courses. The coach will 
determine how they can best 
assist the teacher in learning 
and understanding new teaching 
practices and strategies. 

•	 The explain conversation 
can be incorporated into 
the identify phase if the 
teacher has already taken 
the necessary Cox Campus 
courses.

•	 The coach will also use 
this phase to provide 
opportunities for the teacher 
to practice what they have 
learned.

Modeling & Guided Practice Modeling and guided practice 
are exercises used to provide 
opportunities for a teacher 
learning to implement a new 
teaching strategy/practice in 
their classroom. Modeling is 
done by a coach to demonstrate 
exactly what the new strategy 
looks like in its implementation. 
Guided practice is the teacher’s 
opportunity to implement the 
strategy alongside the coach. 

•	 This phase begins the “I Do, 
We Do, You Do” section of 
the impact cycle.

•	 Modeling is always done 
before guided practice.

•	 Modeling sessions begin 
with a preliminary check-in 
meeting and conclude with a 
debriefing conversation.

•	 During a modeling session, 
the teacher will observe and 
follow along using a fidelity 
form.

•	 During a guided practice 
session, the teacher and 
coach are implementing the 
strategy together.

•	 Modeling and guided practice 
should be conducted live with 
classroom students but can 
also be completed with video.

The Rollins Impact Cycle (continued)
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Phase Description Additional Details
Observe During the observe phase, the 

teacher will implement new 
teaching practices in their 
classroom without assistance 
or guidance from the coach. 
The coach will watch carefully 
and take note of the teacher’s 
accuracy in their implementation. 

•	 The teacher will implement 
a new teaching strategy on 
their own.

•	 The coach will not assist 
or guide in the teacher’s 
implementation in any way.

•	 The coach will follow along 
using an implementation tool.

•	 A debriefing conversation will 
follow the observation.

Improve The improve phase consists of 
a debriefing conversation that 
takes place after the coach 
has observed the teacher’s 
implementation of the new 
teaching practices they have 
learned throughout the coaching 
process. The purpose is to 
determine the teacher’s fidelity of 
what they have learned and how 
well they were able to put this 
knowledge into action in their 
classroom. The second half of the 
debriefing conversation should 
be focused on whether the 
teacher’s student-focused goal 
has been met. 

•	 During the debriefing 
conversation, the coach 
will discuss the teacher’s 
strengths as well as where 
there is still need for 
improvement.

•	 The coach and teacher will 
determine how to proceed 
after completing the impact 
cycle.

•	 If the teacher’s student-
focused goal has been met, 
set a new goal. If the goal has 
not been met, refine the goal 
to make it more realistic, or 
repeat previous phases of the 
impact cycle until the goal has 
been achieved.

•	 The coach should plan for 
ongoing support/check-ins 
to ensure the achieved goals 
are sustainable and continue 
to make a positive impact for 
students.

The Rollins Impact Cycle (continued)
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Act I Act II Act III Act IV

Introduction Building 
Relationships Setting the Tone  Closing 

The starting 
point of the initial 
conversation. 

A simple statement of 
your name and role as 
an instructional coach. 

Thank the teacher 
for taking the time 
to meet with you or 
accommodating your 
scheduling needs. 

Getting to know 
the teacher 
and developing 
a meaningful 
connection. 

Professional 
development 
questions are a great 
way to discover the 
teacher’s goals and 
aspirations. You 
can then use that 
information to inform 
your coaching.

Determining roles, 
responsibilities, and 
expectations for the 
coaching relationship. 

Introducing key 
coaching elements and 
the tools that will be 
used throughout the 
relationship. 

Briefly summarize 
everything that was 
already discussed. 

Share preferred 
method of contact. 
Confirm the next 
meeting time and 
the purpose of the 
meeting.

Thank the teacher 
once again for their 
time. 

Initial Conversation Framework 

The initial conversation is the starting point for both you and your teacher to begin 

building your relationship together. It’s not only a chance to get to know each other; it’s 

also your first opportunity to set expectations, establish the frequency and structure of 

your meetings, and introduce the tools and resources you plan on incorporating into your 

instructional coaching. Coaching relationships should be thought of as a partnership, and 

the initial conversation is where that partnership originates.

A Conversation in 4 Acts

https://coxcampus.org/


This tool is designed to be used as part of the Rollins Impact Cycle. Teachers use it to observe coaches 
during the modeling and guided practice phase, and coaches use it to observe teachers during the 
observe phase. Teachers can also use this tool to reflect on their own practice using video. 

District: School Name:
Teacher’s Name: Grade Level:

Date: Time of Day:
Observer/Role: Time Spent in the Classroom: 

Indicator Evidence
Explicit
Set Clear Learning Objectives

	� Teacher states the goal 
	� Teacher sets student expectations 
	� Teacher uses clear and precise language 
	� Teacher explains why the learning goal is 

important
Embed Gradual Release

	� During the “I Do” phase, the teacher 
provides direct instruction as they explain 
the concept using explicit language and 
model the focus skill

	� During the “We Do” phase, the teacher 
provides guided support as students apply 
their learning

	� During the “You Do It Together” phase, the 
teacher monitors as students apply learning 
in pairs or groups; the teacher provides 
support only as needed 

	� During the “You Do” phase, the teacher 
monitors as students apply learning 
independently; the teacher collects data to 
inform future instruction

Scaffold Instruction
	� Teacher provides scaffolding as needed (e.g., 

questioning, prompting, modeling, visual 
aids, peer collaboration, etc.)

Provide Effective Feedback
	� Teacher provides affirmative feedback 

by confirming a response is accurate and 
recapping what was done correctly  

	� Teacher provides corrective feedback that is 
timely, clear and supportive when a student 
gives an incorrect response 

Coaching Tool: Stuctured Literacy Implementation

www.coxcampus.org | 1
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Indicator Evidence
Systematic
Teacher follows an appropriate scope and 
sequence of instruction
Material follows the logical order of language, 
moving from simple to complex (sounds -> words 
-> sentences -> paragraphs -> essays) 
Cumulative
Students engage in review of previously taught 
concepts or skills
Teacher connects new concepts to previously 
taught skills   
Teacher builds in time to practice new skills and 
previously taught skills
Diagnostic
Teacher uses data, including screening, diagnostic 
and progress monitoring and formative 
assessment to guide and differentiate instruction 

Students engage in formative assessment that 
supports the planning for future instruction
Responsive
Teacher utilizes purposeful pacing and is 
responsive to student needs 

Coaching Tool: Stuctured Literacy Implementation

www.coxcampus.org | 2
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Identify Framework 

Prior to this Identify Conversation, review and reflect on the following:

•	 Initial Conversation Notes

•	 Common Core or State Standards

•	 Informal Classroom Visit Guiding Questions Notes

Reflect

Based on your reflections, what do you think would be the most beneficial support for the 

children and this teacher within the current focus based on the teaching plan? Why? Keep 

these notes and thoughts in mind during your meeting.

Resources

•	 Use the Identify Framework Checklist below to guide your process as you implement 

the steps from this framework. 

•	 After completing the identify phase of the coaching cycle, document next steps using 

the Joint Action Plan - Classroom Level template on Cox Campus. 

https://coxcampus.org/
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Step Description

1: Welcome and 
set the tone of 

the meeting

Purpose: Set the tone for your conversation and provide 
clarity around the purpose 

For example: “How are you? Thank you for letting me 
spend time in your classroom getting to know you and your 
children. I’m excited to meet with you again and together 
determine how we will begin our work. Based on our initial 
conversation, my visit, and your knowledge/data, today we 
will identify goals that align with meeting the needs of your 
students.”

2: Summarize 
notes from 

Initial 
Conversation

Purpose: In this part of your conversation, you will want 
to summarize key highlights from the initial conversation, 
specifically focusing on the teacher’s hopes and goals for 
his/her students this year.
 
For example: “In our first conversation, you mentioned 
students using advanced vocabulary was important to you. 
You also mentioned that children learning their letters was 
very important as well. Let’s keep your thoughts in mind as 
we further this course.”

3: Introduce 
Students’ 
Learning 

Outcomes

Purpose: To identify goals for students.
 
Example: “I spent a lot of time thinking about the goals 
you want for your students. We can look at several great 
resources that improve instructional practice. The great 
thing about these strategies is that they can be used during 
whole group or small group instruction.”

4: Overview of 
Practices

Purpose: Think about the instructional practices in the 
course. 
 
Example: “Which ones may be best suited to meet the 
needs of my students?”

Identify Framework Checklist

https://coxcampus.org/
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Step Description

5: Review Student 
Data

Purpose: Review student data that is relevant to the outcomes and 
can help determine an appropriate goal.  

For example: “Assessments should be used on a continuous basis 
to target interventions, monitor progress, and make instructional 
decisions. Try to look at a variety of data (diagnostic, formative, 
summative) which will help you possibly see trends and select 
appropriate goals. Write down some of the goals you and the teacher 
discuss.”

6: Share thoughts 
from your Informal 

Classroom Visit

Purpose: Share learnings from your classroom visit. Present in an 
objective manner. 
 
For example: Highlight things you noticed students were doing, 
saying, and learning. Explain what this makes you think (i.e., connect 
back to the student outcomes and teacher’s goals).

7: Create Joint Action 
Plan

Purpose: Together, determine a student-focused goal, then create an 
aligned teacher instructional plan. 
 
Example: “You mentioned you want students to use decoding skills. 
This is a great goal to have that we will continue to work towards all 
year. So now let’s think about some instructional strategies that we 
learn from the Phonics course that will help to support that goal.”

Identify Framework Checklist (continued)
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Explain Framework

The purpose of this conversation is to clarify, discuss, break down and practice what the 

teacher has learned about the instructional activity so that they walk away with a deeper 

understanding of the content and method. This can be done in PLC groups with other 

teachers who are focused on the same practice. Prior to this, in the “Identify” phase, the 

teacher and coach set a goal that aligns with class/student priority areas along with specific 

instructional practices for the teacher to use in order to improve students’ outcomes. Once 

the teacher has completed those action steps, they meet with the coach/facilitator for the 

“Explain” conversation. Use the Explain Frameowork on the next page to structure the 

explain conversation.

https://coxcampus.org/
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Explain Framework (continued)

Step Purpose Examples

1: Read, Write, 
and Synthesize 

what you 
plan to share 

teachers

 Write one-to-two sentence 
statements that capture 
the essence of the practice 
that you are sharing with 
teachers. This allows you to 
have a deep understanding 
of the content and why it is 
important so that you can 
support the teacher with 
implementation.

The decodable text reading protocol increases 
students’ decoding, fluency, and basic 
comprehension skills. Through repeated readings 
in phonically controlled text, students build 
automatic recognition of words they have already 
learned to decode. Decodable books help to 
support long-term consolidation of code-based 
reading skills. Ultimately, we want students to 
move towards independent reading where they 
can decode words they do not know on their 
own and incorporate them into their long-term 
memories.

2: Welcome 
and set the 
purpose for 

meeting

To ensure the meeting 
communicates the practice 
you are sharing.

•	 Thank you for meeting with me again, I am 
so excited to move forward with the strategy 
that we chose the last time.

•	 Based on our initial conversation, my 
classroom visit, your data, and the child 
outcomes we decided that we would focus 
on.

•	 On our action plan, we decided that you 
would view   on Cox Campus.

•	 Today, we will spend time understanding and 
practicing the  practice

3: Transition 
into Dialogue

To engage in a partnership 
conversation that dives 
deeper into what they have 
learned. 

•	 Think of the books you select during small 
group instructional time. What are the 
purposes, advantages, and disadvantages of 
those books?

•	 How do you think using decodable books 
helps students to decode and comprehend 
text?

•	 Why is it important for the teacher to 
understand the purpose of a decodable book?

https://coxcampus.org/
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Explain Framework (continued)

Step Purpose Examples

4: Break it 
Down

Ensure that teacher know exactly what 
needs to be done next (strategy in 
the classroom, practical concerns, etc) 
and explore a variety of methods that 
will allow the teacher to practice what 
they learned.

Teacher: My students think decodable 
books are boring. 
Facilitator: Well, you can respond by 
stating the purpose for reading the 
decodable reader…to have the tools 
to read independently. Students are 
excited when they are able to read a 
book on their own. 

Teachers use tools to identify 
components of the strategy while 
watching the video (Cox Video, Video 
of Facilitator, Live Coaching, or Peer 
Observation).
•	 If video isn’t available, facilitators 

can model strategy or focus on 
segments of the strategy.

•	 Teachers can practice embedding 
the strategy into lesson plans.

•	 Teachers can practice modeling the 
strategy for each other.

5: Create Next 
Steps

Provide clear expectations for next 
steps Use the joint action plan to 
outline clear action steps. 

Schedule a time for your next visit to 
model the strategy in the classroom.

Method: 30 minutes 
1.	 By Classroom 
2.	 Professional Learning Communities
3.	 Planning Time

https://coxcampus.org/
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Modeling, Guided Practice, and Observation Framework

The Modeling, guided practice, and observation framework is broken down into the 

following four steps.  

•	 Pre-Meeting

•	 Modeling & Guided Practice

•	 Observation

•	 Next Steps

Use the Modeling, Guided Practice, and Observation Framework on the next page to 

guide you in this phase.

https://coxcampus.org/
https://learn.coxcampus.org/resource/modeling-guided-practice-observation-framework/


Instructional Coaching Guide

Modeling, Guided Practice, and Observation Framework (continued)

Step 1: Pre-Meeting (15 to 20 Minutes)
Purpose: The purpose of the pre-meeting is to set clear expectations for the modeling session, confirm 

date and time, and review relevant resources/tools.  

	� Determine Date and Time 

	� Pre-Meeting Checklist 

	� Review Implementation Tool 

	� Discuss Roles Expectations 

	� Review Joint Action Plan 

	� Summarize 

	� We Do: Guide on the Side (Whisper Coaching) 

	� We Do: Decide a coaching technique together, explain the coaching stance

Example: 

“Hello! Remember from our last conversation, we learned more about the practice we chose to accomplish 

our student-focused and instructional practice goals. Based on our action plan, we decided that our next 

step is for a modeling session. I would like to see what time you would like for me to come model the 

Decodable Protocol on Monday.

Ok, it sounds like 9:00a.m. will work. During that time, I will teach the lesson while you observe. While 

I am modeling, it’s important for you to take notes on this form (Teacher Tool). Remember we reviewed 

these components (Teacher Tool) during our last conversation (EXPLAIN Conversation).   Now, let’s decide 

which book I should model. It looks like your group is working on CVC skills. Let’s get a decodable book 

that supports CVC skills. “
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Modeling, Guided Practice, and Observation Framework (continued)

Step 2: Modeling (I Do) & Guided Practice (We Do) 
Purpose - Modeling (I DO): To show the teacher what the instructional practice looks like in action. This 

can be done in th classroom, using video of the facilitator, or through other teachers.

	� Review Relevant Cox Course, Resources, Notes from Initial Conversation,  and Informal Observation.

	� Make sure to plan and practice exactly what will be modeled. 

Purpose - Guided Practice (WE DO): To provide guided practice of an instructional strategy. This can be 

done through Whisper Coaching or Co-teaching.

	� Decide on a guided practice technique together.

Step 3: Observation (You Do) 
Purpose: To provide the teacher with the opportunity to independently implement the practice.This can 

be done in the classroom or on video.

Before:

	� Review relevant Cox Campus Course and research, teacher resources, notes from Initial Conversation 

and Informal Observation, seek permission to use video as a powerful coaching technique.

	� Because the mere notion of observing can be intimidating, stress the informality of the 

observation by emphasizing the idea of: You watch me, We Implement Together, and I watch 

You. This idea is another attempt to eliminate any negative energy related to evaluation.

	� Remove any personal judgments or assumptions.

During:

	� Be attentive and committed to observing and recording celebrations and opportunities for growth.

	� Watch for critical teaching behaviors that are reflective of the practice.

	� Take notes that are specific and reflective of what was observed. Also, take notes that represent the 

progress of children.
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Modeling, Guided Practice, and Observation Framework (continued)

Step 4: Next Steps
Purpose: Provide clear expectations of next steps using the joint action plan.

	� Set up  a time for the debriefing conversation to discuss the modeling, guided practice, and 

observation sessions

Example: 

“I will come back this afternoon to debrief and discuss our notes from the modeling session. Please bring 

your notes and teacher tool to our meeting.”

https://coxcampus.org/
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Pre-Meeting Checklist

	� Set and confirm a time

Within the same day:
	� Model
	� Debreif

(ex. Model during small groups and debrief 
during planning time)

	� Provide clear expectations
	� Observe
	� Take notes which will lead to further 
conversation during the debriefing.

	� Review materials being used

	� Implementation Tool , go over 
components of the strategy, give 
examples, provide, clarify, and answer 
any questions.

	� Review Joint Action Plan

	� Discuss student goals & how the strategy 
will increase those goals.

	� Discuss Teacher Next Steps: (depends on 
teacher) Review Cox Campus Courses 

Example: Teacher Next Steps: Decide on 
a phonics routine  (i.e., chaining, blending, 
diction) to implement during your small 
group instruction. 

Notes
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Instructional Coaching Guide

	� Welcome and set purpose for the meeting.

	� How are you?
	� I’m excited to talk with you about my 

observation- Review what you were looking for 
(i.e., specific instructional strategy).

	� How did you feel about it?

	� Ask the teacher what strengths did they notice? 
What were they pleased about?

	� Acknowledge teacher’s answers.
	� Share with the teacher any strengths you 

noticed that they did not identify, along with 
concrete examples.

	� Together, determine areas for growth.

	� Did you reach your goal?
	� Review student data if available (anecdotes, 

checklists, assessments, etc.)
	� Review teacher progress monitoring indicators 

and point out the key areas for growth that you 
identified.

	� Ask the teacher where they would like to grow 
and acknowledge answers.

	� If teacher does not identify key areas, remind 
them of the purpose behind why we use 
the strategy or have them reflect on specific 
parts (use video if available) that they need to 
work on (i.e., “so we know that one goal with 
decodable readers is to reinforce using letter 
sound correspondence and not guessing. How 
do you think that went?”)

	� Conversation around Joint Action Plan.

	� See specific questions on Joint Action Plan
•	 IMPORTANT: make sure you both are on the 

same page before moving to the next step. 
This is a JOINT action plan. We want complete 
buy-in and commitment from the teacher.

•	 Together, talk through the questions and 
create the joint action plan using the template. 
This should be created with the teacher, not 
prior to visit.

Debriefing Agenda
Prior to debriefing, review implementation tools, notes, informal classroom observation video (if 
available) and any collected data. What are the teacher’s strengths and areas for growth? Do you 
think the areas for growth are knowledge (i.e., Have they had adequate training?), mindset (i.e., Is 
their will strong?) or a skill gap (i.e., Can they effectively execute the strategy in the classroom)? 
What support do you think the teachers will need? Keep these notes and thoughts in mind during 
the meeting. Prior to your meeting, the teacher should reflect and/or review the video as well so 
he/she can come prepared to the meeting.
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