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✓ Make sure you’ve signed in: https://bit.ly/CSI3signin

✓ Open the session materials: Google Classroom

✓ Download or make a copy of the Participant Handout 

✓ Have your pre-work readily available

✓ Update your Zoom username to:

Housekeeping

If you… Zoom Username Example

Work at a SCHOOL Name (School) Bob Belcher (Burger ES)

Work at a DISTRICT Name (District) Sabrina Spellman (Salem ISD)

Work at an ESU or NDE Name (ESU # or NDE) Percy Jackson (ESU 21)

Are physically with a group 
calling in on 1 Zoom line

School/Org (# of people) Hogwarts HS (10 ppl)

NT
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Investigate the role of inquiry in coaching and how it can be leveraged 
as a tool for instructional change 

Discuss how to identify narrow priorities in classrooms for development

Practice using an inquiry approach to pave the way for breakthroughs in 
coaching conversations

Today, we will… NT
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Norms for our time together 

Stay 
Engaged

Remain emotionally, intellectually, and socially involved in the dialogue, 
especially during breakouts & reflections.

Experience 
Discomfort

In moments where you experience competing thoughts or beliefs, seek 
to understand what’s challenging you and why

Speak Your 
Truth

Share your personal truth, experience and expertise; avoid saying only 
what you think others want to hear.

Expect & 
Accept 

Non-Closure
Focus on the journey and embrace that disrupting and eliminating 
inequities is an ongoing process.

NT
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Icebreaker

1. Christmas 
trees/decorations should 
not go up before 
Thanksgiving. 

2. Turkey has to be on the 
Thanksgiving table, 
otherwise it’s not 
Thanksgiving. 

3. A gift card isn’t a real gift 
during the holidays. 

4. Sugar cookies are better 
than gingerbread

• Now that the holidays are mostly 
behind us, your favorite hot takes 
during the holidays likely resurfaced at 
some point. 

• You’ll see a list of popular hot takes for 
the holidays pop up on the right.

•  For each one, drop an “agree” or a 
“disagree” in the chat! 

NT
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Where we’ve been…

In Session 1, we… 
● Discussed a vision for strong 

instruction and how coaching can 
be a tool to get closer to that vision 
for all students

● Explored the TNTP Core Rubric as a 
student-centered tool to ground 
our conversations 

● Analyzed videos of instruction 
through the context of the TNTP 
Core Rubric to reflect on the 
student experience 

● Discussed ways to build 
intentionality by defining different 
types of classroom observations 
and instructional coaching 

NT

In Session 2, we… 
● Discussed components of a coaching cycle 
● Analyzed and practiced writing low-inference 

notes based on a video of instruction
● Practiced thinking through the student-level 

change needed to improve outcomes and 
distinguish between goals and action steps to 
get there.

At our regional site visits, we…
● Practiced using the Core Rubric to take 

low-inference notes and identify instructional 
strengths and growth areas

● Normed on the components of strong 
instruction as defined in the Core Rubric by 
co-observing



 / 8

Connecting the icebreaker to feedback from previous session 

“To model student ownership, my 
hope would be for teachers to set 
goals and action plans with the 
support of a thought partner 
(especially if the "coach" does not 
have evaluator/supervisor 
duties). As a mediator of thinking 
at my core, I will mediate 
thinking of the teacher before 
suggesting or offering 
suggestions. I presume they have 
knowledge, and/or experiences 
to draw upon. I would also use 
the rubric and the language in 
the rubric as a third point to 
guide the conversation and 
planning. This coaching cycle 
and feedback is slightly different 
from my way of being a coach 
(cognitive coach).

“This method of coaching is very 
evaluative. My wondering is if this 
session was built more for 
administrators. Even if for 
administrators, this would be okay 
feedback for a brand new teacher 
or a teacher who may be getting or 
on an improvement plan because 
there is no room for teacher input in 
the conversation of goal-setting 
and action steps. In my experience 
as a principal, trying to just tell 
people what to do without their 
input is a recipe for a lack of trust 
with teachers and compliance 
when the boss is around. Teachers 
who have input and who feel like 
they are a part of the process build 
efficacy for how they want to 
improve. Administrators and 
coaches should have ideas in case 
the teacher does not know how to 
improve or grow.”

“Being trained in cognitive 
coaching and that being   
part of my identity as a 
coach I struggle with telling 
a teacher what they need to 
work on and how to do it. I 
believe that every teacher 
comes with knowledge and 
experience and sometimes 
just need a coach to ask 
mediative thinking questions 
to dust off/pull out what 
they know but maybe have 
forgotten.” 

NT
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Discussion Group Set up 

● Discussion Manager: Person whose name comes first alphabetically 
○ Responsibility: Strategically move through questions to make sure the discussion covers a variety 

of topics during the breakout session. Ensure that all people are sharing equitably, this may mean 
calling on someone to come into the conversation or suggesting the group take a 10 second pause 
in dialogue to let others process and join in the discussion 

● Time Keeper: Person whose name comes second alphabetically 
○ Responsibility: Keep track of time, including suggesting whether it may be time to move to a 

different topic based on how much time was spent on a question. 

● Reporter: Person whose name comes third alphabetically 
○ Responsibility:  Sharing out on behalf of the full group back in the main room. Takes periodic 

opportunities throughout the discussion to summarize what’s been discussed at that point of the 
conversation to keep accurate track of the evolution of the group’s dialogue. 

● Evidence manager: Person whose name comes last alphabetically 
○ Responsibility: Ensure that people are sharing evidence from the text, especially when the prompt 

requests it. 

NN
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Discussion Group Set up 

● Discussion Manager: Person whose name comes first alphabetically 
○ Responsibility: Strategically move through questions to make sure the discussion covers a variety 

of topics during the breakout session. Ensure that all people are sharing equitably, this may mean 
calling on someone to come into the conversation or suggesting the group take a 10 second pause 
in dialogue to let others process and join in the discussion 

● Time Keeper: Person whose name comes second alphabetically 
○ Responsibility: Keep track of time, including suggesting whether it may be time to move to a 

different topic based on how much time was spent on a question. 

● Reporter: Person whose name comes third alphabetically 
○ Responsibility:  Sharing out on behalf of the full group back in the main room. Takes periodic 

opportunities throughout the discussion to summarize what’s been discussed at that point of the 
conversation to keep accurate track of the evolution of the group’s dialogue. 

● Evidence manager: Person whose name comes last alphabetically 
○ Responsibility: Ensure that people are sharing evidence from the text, especially when the prompt 

requests it. 

If you are in a physical group for the discussion, stay in the main room!

NN
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Post discussion share out 

1. To what extent does this article capture the ways in which 
you think about instructional coaching currently? Be 
specific. 

2. If you were a new coach, what takeaways would you have 
about directive coaching based on the author’s depiction 
throughout the text? 

3. What were your biggest takeaways from your discussion 
with your peers? 

NN
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“When you take a facilitative stance in coaching 
… You hold up a mirror and ask them what they 

see. When you take a directive stance in coaching 
…  You're holding up the mirror in front of them 

and saying, ‘Look at this funny hair sticking 
straight up right here! What do you want to do 
about it?’ A transformational coach uses both 

facilitative and directive coaching strategies. One 
stance is not better. Both are needed.”

Elena Aguilar, The Art of Coaching Workbook

NT



 / 16

Traditional understanding of coaching: 3 distinct types of coaching  

Facilitative

Directive

Dialogic

Coach knows all and tells teachers what to do and how to do it 
based on the assumption that teachers don’t bring their own 

knowledge to the table. A very prescriptive approach to coaching.  

Coach never offers any input or advice to a teacher based on the 
assumption that the teacher has the knowledge and expertise 

and just needs inquiry and questioning to reach change.  

Coach balances asking questions and sharing ideas with teacher 
towards the goal for development.

NT
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Traditional understanding of coaching: 3 distinct types of coaching  

Facilitative

Directive

Dialogic

Coach knows all and tells teachers what to do and how to do it 
based on the assumption that teachers don’t bring their own 

knowledge to the table. A very prescriptive approach to coaching.  

Coach never offers any input or advice to a teacher based on the 
assumption that the teacher has the knowledge and expertise 

and just needs inquiry and questioning to reach change.  

Coach balances asking questions and sharing ideas with teacher 
towards the goal for development.

“However, directive coaching, deprofessionalizes teaching by 
minimizing teacher expertise and autonomy and therefore 

frequently engenders resistance.” 

“In the classroom, facilitative coaching works best when the teachers 
being coached already have the knowledge they need to improve. 

However, it is less effective when teachers do not have the 
knowledge they need to address issues in the classroom.”

NT
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All Coaching as Dialogic 

FACILITATIVE STANCES DIRECTIVE STANCES 

Supportive: provides 
confirmation, encouragement, 
and helps the teacher maintain 

focus and motivation.

Cathartic: allows the teacher to 
express and release powerful 

emotions.

Catalytic: elicits self-discovery and 
problem-solving, encouraging the 

teacher to take responsibility for their 
learning and future actions.

Confrontational: raises awareness of 
behavior, beliefs, or being, challenges 
assumptions, and helps the teacher 
see the consequences of an action.

Informative: imparts knowledge 
and information, provides 

resources, and supplies missing 
facts.

Prescriptive: gives directions, 
recommendations, or advice 

and directs behavior (not 
beliefs)

Stop and Jot

What could be the benefit of 
looking at coaching on a 
spectrum as opposed to 

distinct types? 

NT
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Three movements in a coaching conversation 

In our last session, we started with 
the end in mind. Whether it’s tied 
to implementation of HQIM or a 

push to increase student 
ownership during the lesson, we 
as observers will have an idea of 

the ideal change that would occur 
so that students get the learning 

they deserve.

Thinking through an action step 
doesn’t  necessarily mean you’ll 
actually be delivering that action 
step to the teacher! It does mean 
you get to be more strategic with 

your listening and questioning.   
Listen and 

probe. 

Ensure a clear 
action step is 

decided.

Respond, 
primarily with 

questions.

NT
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“A skilled Transformational Coach is always listening to 
how someone thinks. How they think is what they 

believe. What they believe becomes what they do. We 
live inside the thoughts we develop, the beliefs we 

hold, the stories we spin… A Transformational Coach’s 
role is to help someone recognize the stories they are 
living in, see the impact that living in those stories has 

for the client and the people in their lives (including 
their students), and then decide if they want to continue 

holding those beliefs.” 

Elena Aguilar, The Art of Coaching Workbook

NT
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Where we’ll focus our time today: 

Where there are strengths: 
● Knowing when and how to be prescriptive or 

informative for easy instructional fixes. 
● Being supportive with staff, offering 

encouragement during curriculum changes, 
and motivating teams. 

Where there are opportunities: 
● This teacher has some pretty challenging 

mindset concerns that have been hard to coach 

● My teachers have a lot of feelings or get 
overwhelmed by the  new curriculum and are 
struggling to make progress as a result 

● Some teachers lower the bar and I don’t want to 
say that explicitly and make them feel bad when 
I know they do care about their kids Having tough conversations that move the needle 

towards strong instruction is necessary!

NT
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Starting with the student level change in mind 

SCENARIO

You’ve finished your observation. 
and noticed that classroom 

culture is strong with students 
following behavioral, tasks, and 

transitions. While Student 
Ownership is definitely an area of 
growth, the bigger concern is that 
the teacher has swapped out the 
grade-appropriate, rigorous text 
from the curriculum with a text 
that is significantly below grade 

level. As such, you really hope to 
have a coaching breakthrough 

with Essential Content.  

What is the student level change you wish to 
see? 

Too 
High

Still
Too High

Better

Go back to using the curriculum and 
the grade-appropriate texts 

Develop a plan for how to get back 
into the curriculum in the next few 
weeks. 

By the start of the next quarter (in 3 weeks) 
sunset the current text with students and co- 
plan the first 5 lessons of the next unit of 
HQIM with coach

NT
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First, we listen 

SCENARIO

You’ve finished your observation. 
and noticed that classroom 

culture is strong with students 
following behavioral, tasks, and 

transitions. While Student 
Ownership is definitely an area of 
growth, the bigger concern is that 
the teacher has swapped out the 
grade-appropriate, rigorous text 
from the curriculum with a text 
that is significantly below grade 

level. As such, you really hope to 
have a coaching breakthrough 

with Essential Content.  .  

Use Reflective Listening to to listen better

What 
it is 

Paraphrasing what the speaker says without 
overinterpreting, then inviting the speaker to clarify 
or confirm anything that might have been 
misunderstood or missed. 

What 
it’s not

Parroting exactly what the speaker says back to 
them which often shows that the listener isn’t taking 
space to process what’s being said.

How 
it’s 

done 

In addition to supportive nonverbal cues, use prompts like…
● What I'm hearing is __. Is that correct?   
● As I listen, I’m understanding that __. Is there 

anything else you want me to know?
● I’m curious to hear more about ___ 

 

NT
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Reflective Listening Practice 

As you watch the video…
● Takes notes in your 

handout about what you 
notice the teacher says so 
that you can paraphrase 
accurately.

● Use 1-2 of the reflective 
listening prompts in your 
response. 

● Be prepared to share your 
reflective  listening notes 
with a partner in breakout 
rooms.

NT

https://docs.google.com/file/d/1znUDWu7bVU9wporHmTZAinVBRYvIdPiO/preview
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Then we reflect on what we’re hearing: what is it you’re listening for? 

What’s standing in the way? 
Mind the Gap Framework 

Asking questions will 
ultimately reveal the gap 

standing in the way between a 
teacher and progress towards 

a goal. 

Whether a coach uses 
questions that are cathartic, 
catalytic, or confrontational 

with a teacher entirely 
depends on the gap you 

notice! 

NN
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Second, we ask strategic questioning to push thinking 

Ask questions that address the gap! 

Cathartic

Catalytic

Confront
ational

Open-ended questions that have more than one 
response. Use this when you want a person to 
expand on their thinking or emotional reaction 
to better define the gap you're encountering 

Pointed, open-ended questions that elicits 
self-discovery and problem-solving,  This 
encourages teachers to take responsibility for 
their actions and  reflect on the implications.

Questions that raises awareness of problematic 
behaviors or beliefs and helps the teacher see 
the impact on students.

Based on these definitions, 
experiment with  cathartic, 

catalytic, or 
confrontational 

questioning! 

On the next slide, you’ll see 
3 scenarios. When you 
receive your link to the 

Jamborard write out what 
you might ask in each of 

the stances. 

NN
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Strategic questioning to push thinking

Ask questions that address the gap!

Open-ended questions that have more than one response. 
Use this when you want a person to expand on their 
thinking to help you further define what kind of gap you’re 
encountering. 

Questions that raises awareness of problematic behaviors 
or beliefs and helps the teacher see the impact on 
students.

I felt like the lesson was super great! The 
students were really engaged the whole time! 

It’s really important to me that texts reflect the 
identities of my students! This text that I chose 
is super engaging and the kids seem to like it.  

These kids can’t do this level of work. They 
were 2 years behind when they got here. How 

are we supposed to make up for that? 

SCENARIO

You’ve finished your observation. 
and noticed that classroom culture is 

strong with students following 
behavioral, tasks, and transitions. 

While Student Ownership is 
definitely an area of growth, the 

bigger concern is that the teacher 
has swapped out the 

grade-appropriate, rigorous text 
from the curriculum with a text that 
is significantly below grade level. As 

such, you really hope to have a 
coaching breakthrough with 

Essential Content.  

NN

Cathartic

Catalytic

Confron
tational
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Strategic Questioning

Ask questions that address the gap! 

What did the engagement look like? 
How could you tell they were engaged?
Can I share something I noticed? (share 
from notes)  

Do you know the lexile level of the text? 
How does the text connect with the grade 
level standards? 

Just to make sure I understand, you are saying 
none of your students are capable? 
What would be the impact if your students 
never get the chance to do grade level work?  

NN

Open-ended questions that have more than one response. 
Use this when you want a person to expand on their 
thinking to help you further define what kind of gap you’re 
encountering. 

Questions that raises awareness of problematic behaviors 
or beliefs and helps the teacher see the impact on 
students.

I felt like the lesson was super great! The 
students were really engaged the whole time! 

It’s really important to me that texts reflect the 
identities of my students! This text that I chose 
is super engaging and the kids seem to like it.  

These kids can’t do this level of work. They 
were 2 years behind when they got here. How 

are we supposed to make up for that? 

Cathartic

Catalytic

Confron
tational
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A word of caution 

What’s standing in the way? 

“I shouldn’t have to invest students in their learning or explain 
why learning math is important in their lives. I’m so frustrated, 
it just feels like I’m constantly having to beg them to care.” 

What would be the impact if a coach stayed at the 
upper levels with their questioning or suggestions? 

“I know student ownership is important, but Asian students 
tend to be so docile because of their culture. I just don’t know 
if my class can have discussions about texts.”

Imagine that after probing, a teacher 
says… 

NN
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Glean what they need: processing emotions without lowering the bar

What emotion does a person need to process 
before they can be receptive to change? Based on these 

definitions, experiment 
with helping this teacher 
process their emotions 

without lowering the bar! 

On the next slide, you’ll 
see 3 scenarios. When 

you receive the link to the 
Jamborard write out what 
you might ask/say in each 

of the stances. 
 

Cathartic

Catalytic

Confront
ational

A response (or question) that allows the teacher 
to express and release powerful emotions.

A response (or question) that elicits 
self-discovery and problem-solving, 
encouraging the teacher to take responsibility 
for their learning and future actions.

A response (or question) that raises awareness 
of problematic behaviors or beliefs and helps 
the teacher see the impact on students.

NN
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Glean what they need: processing emotions without lowering the bar

What emotion does a person need to process to 
be open and receptive to change? 

Catalytic

Confron
tational

Honestly, the curriculum is really challenging, 
even for me. Sometimes I even struggle to 
understand the connection between the 
literary devices and the themes of the texts. 

Class has been so rough lately. These kids just 
hate reading and their families clearly aren’t 
invested in books or education. We should just 
watch the movie. I feel so defeated. 

SCENARIO

You’ve finished your observation. 
and noticed that classroom culture is 

strong with students following 
behavioral, tasks, and transitions. 

While Student Ownership is 
definitely an area of growth, the 

bigger concern is that the teacher 
has swapped out the 

grade-appropriate, rigorous text 
from the curriculum with a text that 
is significantly below grade level. As 

such, you really hope to have a 
coaching breakthrough with 

Essential Content.  

Cathartic I feel so trapped using the curriculum. I feel like 
I’m not allowed to express myself as a teacher.

NN
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Glean what they need: being an emotionally intelligent coach 

What emotion does this person need to process 
to be open and receptive to change? 

Catalytic

Confron
tational

Honestly, the curriculum is really challenging 
even for me. Sometimes I even struggle to 
understand the connection between the 
Literary devices and the themes of the texts. 

Class has been so rough lately. These types of 
kids just hate reading and their culture just isn’t 
invested in books or education. We should just 
watch the movie. I feel so defeated. 

I’m sorry you feel this and can tell you’re feeling 
down. Are you open to unpacking how you’re 
feeling about the curriculum in a non-judgemental 
space? I may be able to offer some targeted help. 

It sounds like you’re feeling overwhelmed by the 
content, which I know can be tough. If I’m hearing 
you correctly it sounds like you want to dig into 
more of the literacy practices to strengthen your 
understanding. Is that right? 

Listen for opportunities to shift towards action 
when appropriate! 

Cathartic
I feel so trapped using the curriculum. I feel 
like I’m not allowed to express myself as a 
teacher.

Feeling defeated is tough and I’m sorry you’re 
experiencing that. What I’m hearing you say, though, is 
that an entire community of people isn’t invested in 
education and thus shouldn’t get an opportunity to 
engage in the curriculum. We need to unpack that… 

NN
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Partner Discussion 

1. Which of the three stances do you anticipate being the 
easiest for you? Most challenging?

2. How does your ability to navigate all three stances 
ultimately impact students? 

3. What were your biggest takeaways from this segment of 
the session?

NN
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B R E A K 
10 minutes
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Coaching Convo Cheat Sheet 

Step Question/Sentence Stems (not an exhaustive list!)

Reflect on the lesson (grounded in 
the rubric).

● How do you feel that went?
● I noticed when you _____, students really _____.
● What didn’t go as well as you hoped?

Move towards the student-level 
impact possible.
(mind the gap or support emotions)

● What sort of impact do you think _____?
● What do you think would happen if _____?
● How do you want your students to _____?

Identify the skill to prioritize ● It sounds like there’s an opportunity to _____. Does that sound 
right to you?

● Which, if any, of these core teacher skills feels like something 
you want to prioritize to address that?

● What I hear you saying is you might want to work on _____. Is 
that correct?

Make sure an action step is 
named. Identify 1-3 strategies to 
develop/support with that skill.

● What could you try to _____?
● I’d like to suggest _____.
● An effective strategy to teach _____ is _____.

NT
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Coaching Conversation Example

As you watch, reflect on:

● What was the impact of 
the coach’s questioning on 
the teacher’s reflections? 

● How did the coach 
navigate between different 
coaching stances? What 
examples stand out? 

● What evidence of listening 
did you notice throughout 
the conversation? 

Now, discuss your reflections in breakout rooms for a few minutes! 

NT

https://docs.google.com/file/d/1jrqEDrntGygPISZcWLhaqYy-7EX9kQlZ/preview
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Practice prepping for a debrief conversation (ROLE PLAY!) 

During this 4th grade math observation, you noticed 
that the teacher was using the materials from the 

adopted curriculum but Culture of Learning was really 
challenging. 

The teacher would write one addition problem from 
the problem set at at time on the board then ask all 
student to complete it on their white boards. The 
teacher would only move on when it seemed like 

enough students got the answers right. Because they 
spent so long on each problem, students sat idle while 
the teacher would help 1-2 struggling students and the 
classroom would dissolve into chaos. The teacher sent 
3 students to the office and class only did 3 problems 

in 26 minutes. There were 24 students present.   

Too 
High

Still
Too High

Better

?

What is the student level 
impact? 

Take two minutes to write down a possible student level change.

NT
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ROLE PLAY: The goal of this exercise is to practice different stances, NOT get 
through an entire coaching conversation.  :) 

What are you listening for?
How will you 

challenge any gaps?
Use Reflective Listening to to 

listen better

In addition to supportive nonverbal 
cues, use prompts like…

● What I'm hearing is __. Is that 
correct?   

● As I listen, I’m understanding 
that __. Is there anything else 
you want me to know?

● I’m curious to hear more 
about ___ 

 

Paraphrasing what the speaker says 
without overinterpreting, then 
inviting the speaker to clarify or 
confirm anything that might have 
been misunderstood or missed. 

NT

Cathartic

Confrontational

Catalytic
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Share in the Jamboard: parting thoughts

In the Jamboard, share 3 things: 

1. Something I’m rethinking 

2. Something I’m excited to try 

3. Something I may need more 
support in 

NT
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Independent work time: exit survey

Our objectives today:

★ Investigate the role of inquiry in coaching and 
how it can be leveraged as a tool for 
instructional change 

★ Discuss how to identify narrow priorities in 
classrooms for development

★ Practice using an inquiry approach to pave the 
way for breakthroughs in coaching 
conversation

NT
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Reminder! Fill out the academic diagnostic survey by EOD Friday 1/12 NT

❏ Cohort 1 schools (identified 2018) that have 
not yet exited are required to get a 
diagnostic to progress monitor growth

❏ Cohort 2 schools (identified 2022) that have 
not yet exited can opt in to receive a 
diagnostic to progress monitor growth OR 
establish a baseline

❏ All exited schools can opt in to receive a 
diagnostic to progress monitor growth
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Thank you! Before we meet again…

1. Take your learning with you. Find time to share and process with your 
team to further contextualize what we discussed today.

2. Practice! Identify an upcoming coaching conversation in which you 
might be able to demonstrate one of these three approaches. Script a 
few things you could say or ask that would emerge from each of the 
approaches and consider the gaps you may encounter. 

Reach out with questions any time!
nimisha.thakore@tntp.org 

nadia.nibbs@tntp.org 

NT
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