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Coaching Out-of-School Program Staff

Purpose
District administrators, school principals, and out-of-school program site managers can use this tool to plan professional development for program staff.
Materials  
None

Media
Coaching for Capacity Building. Julie Norris, an Instructional Reform Facilitator at Marshall Elementary, describes how she tailors coaching of after-school program staff to students’ academic needs. (4:25 min)

                                       State Support for Locally Based Out-of-School Programs. Dr. John Malloy, Director of the California Department of Education Learning Support & Partnership Division, describes how technical assistance to after-school programs can improve student outcomes. (3:56 min)
Topic
Increased Learning Time: Beyond the Regular School Day
Practice 
Organize Instruction

Coaching Out-of-School Program Staff

Effective out-of-school programs build on the support of highly qualified coaches who deliver ongoing professional development to program staff. Professional development aims to improve program instructional quality aligned with students’ diverse needs and cultural contexts. 

Part I of this tool includes actions for district and school administrators and site managers in recruiting, supporting, and evaluating coaches. Part II includes actions for coaches observing instruction and conducting debriefing sessions with teachers.

Part I: Actions for Program Directors and District and School Administrators 

Use this section to create a job description and plans for coaching program staff.

Recruitment. Coaches may be school or district lead teachers and specialists, staff with experience in out-of-school programs, administrators, outside consultants, or other qualified staff. 
Responsibilities. Staff coaching may involve ongoing teaching, reinforcement of newly learned skills, and adaptations of skills and knowledge of the field to fit practitioners’ personal styles. Staff coaching may include individual and group activities, such as on-the-job observation, instruction, modeling, feedback, debriefing, and emotional support. 

Support to Coaches. Providing professional development to coaches is useful in promoting their coaching skills. Coaches may also benefit from access to student data for better understanding of students’ needs. As budget permits, coaches should have sufficient time to observe instruction and meet with program instructors on a regular basis to provide the support needed. 
To learn more about approaches for coaching and support structures, watch Coaching for Capacity Building, an interview with a school-based coach, and listen to State Support for Locally Based Out-of-School Programs, an interview with a state administrator.
Evaluation. Routine evaluation of the implementation and impact of coaching practices helps identify steps for program improvement. Site managers note the number of coaching hours received, including the number of one-on-one coaching sessions. Site managers may also collect information about the content of coaching sessions (e.g., debriefing on an observation, reviewing student data, planning, learning about best practices, sharing experiences). Finally, collecting feedback from teachers about the coaching experiences can help assess impact and teacher satisfaction.

Part II: Actions for Coaches 
Observing instruction is a component of effective coaching. Build a trusting relationship with teachers to make observations and debriefing sessions part of a comfortable routine. Embed lesson observations in other coaching activities, such as listening to teachers’ needs and suggestions, communicating expectations, providing relevant literature and tools for instruction, and praising teachers for their work. 

Coaches can use the Observation Form (Table 1) to prepare for a debriefing session. In this form, coaches note the content or instructional strategies they observed or expected to observe, the teacher’s strengths, suggestions for improvement, and next steps to help the teacher gain a better understanding of the strategies, such as tools or reading materials.

The Coaching Session Form (Table 2) may be used to document the debriefing conversation for follow-up purposes. The coach and teacher work collaboratively through each area, using the observation notes and self-reflection to write down the teacher’s strength, agreed-upon strategy for improvement, and next steps (e.g., what the teacher needs to know or receive) for successful implementation of the strategy.  

While conducting the debriefing session, coaches should remember all teachers respond to feedback differently, adapt their communication to individual teachers’ learning styles, and determine each teacher’s responsibility for making decisions about areas for improvement and strategies for improvement. Coaches should follow up on the decisions made and revise the improvement plan as needed. 

Table 1. Observation Form
	Strategy/Content
	Strength
	Suggestion for Improvement
	Next Steps

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Table 2. Coaching Session Form

	Strength
	Improvement Suggestion
	Next Steps

	[Content addressed, e.g., vocabulary building, behavior management, engagement of students]

	
	
	

	
	
	

	
	
	

	[Content addressed, e.g., vocabulary building, behavior management, engagement of students]
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