
Administrators as Coaches

Things to Consider and Reflection Questions

Trust is the cornerstone of effective coaching, but it can be compromised when the coach is also the 
evaluator. Administrators should still embed coaching elements (e.g., asking reflective questions) into 
their leadership practices. However, clear role separation is essential for teachers to take risks and reflect 
honestly.

If you are an administrator, use this resource to explore the challenges of wearing both hats and decide 
how to embed coaching behaviors without becoming the go-to coach.

Things to Consider:

•	 Teacher Buy-In: How does an evaluator functioning as a coach impact trust and openness?
•	 Power Dynamics: What does an equal partnership look like when one person has the authority to 

hire or fire?
•	 Time Management: How do you balance leadership responsibilities with coaching duties?
•	 Role Clarity: How do you communicate when you are acting as a coach versus as an evaluator?
•	 Professional Boundaries: How do you ensure feedback remains developmental rather than 

evaluative?

Practical Strategies for Embedding Coaching Elements into Leadership Style:

•	 Use reflective questions during walkthroughs
•	 Schedule non-evaluative reflection sessions separate from formal observations
•	 Model vulnerability and growth by sharing your own learning process
•	 Encourage collaboration among teachers to build a positive culture
•	 Communicate clearly when feedback is developmental vs. evaluative

Reflection Questions:

•	 How can I embed elements of coaching into my leadership practice without becoming the primary 
coach?

•	 Who else in the building, beyond evaluators, might serve as a coach to support teacher growth?
•	 Do we have funding or resources to hire a dedicated instructional coach?
•	 How do I create a culture where coaching is seen as supportive rather than evaluative?




