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The 



Teaching WalkThrus 








have been the backbone 








of our Teacher 








Competency Model 








and PD Programme 








for several years now. 








They provide a clear and 








precise professional 








language that drives 








improvement forward. 








The 



Coaching WalkThrus 








will certainly be an 








effectiveness multiplier. 








Coaching WalkThrus 








provides dedicated 








time to think about 








being a better teacher, 








with opportunities to 








practise techniques in 








front of colleagues. It 








celebrates the process 








of improvement and 








supports a whole-school 








approach to CPD that 








is rich in content. The 








programme delivers 








immediate and 








sustainable impact, with 








something valuable for 








every teacher and leader. 








Coaching WalkThrus 



is an 








excellent resource for any 








school or team interested 








in coaching approaches 








to professional 








development. It is 








very clear and offers a 








wide range of practical 








strategies that all schools 








should find valuable to 








consider. Whether you 








are new to coaching or 








looking to refine your 








existing approaches, 








you are likely to find 








Coaching WalkThrus 








extremely useful. 








Coaching WalkThrus 



is a 








must-read for coaches 








who want to work with 








rigour, warmth and the 








spirit of collegiality. 








As we’ve come to expect 








from the WalkThrus 








team, this is yet another 








handbag-sized gift to 








the field. 








The WalkThrus have 








supported us to 








build a shared and 








consistent language 








around pedagogy and 








coaching. The depth 








of the techniques 








has fuelled teacher 








confidence to have 








meaningful discussions 








about their practice and 








ensure that precision 








and purpose are at the 








heart of our professional 








development. 








What a breath of fresh air 








this book is. Practical, 








hands-on and straight to 








the point – exactly what 








you need when working 








in coaching. It offers a 








comprehensive overview 








of what really matters 








and brings clarity to your 








own approach. I found 








it genuinely enriching: 








things I was already 








doing intuitively now 








have names, structure 








and categories. That 








alone makes my 








practice more focused 








and effective. 








3 








3 








3 














[image: background image]





AUTHORS 








MATT STONE 








Matt spent 15 years as an English teacher 








and senior leader in south Wales, during 








which time he also worked across the 








region to support schools in designing 








and implementing coaching programmes. 








Matt now works with the WalkThrus team, 








supporting schools and systems in the UK 








and beyond to implement evidence-informed 








approaches to teaching and professional 








development. 



Coaching WalkThrus 



is his first 








book, co-authored with Tom and Oliver. 








TOM SHERRINGTON 








Tom was a teacher and school leader for 30 








years and now, as co-director of Teaching 








WalkThrus, works with schools around the 








world to design and implement effective 








professional development programmes. 








Drawing on his classroom and consultancy 








experience, he has written several books 








for teachers including the WalkThrus series 








with Oliver and 



Rosenshine’s Principles in 








Action. 



Tom enjoys presenting at educational 








conferences including the magnificent 








researchED events. 








OLIVER CAVIGLIOLI 








Oliver was a special school headteacher 








before stepping into training, writing and 








illustrating. His special school background 








was the platform for his pursuit of depicting 








ideas visually. Twenty-five years ago, he 








wrote a series of books on visual learning 








strategies. More recently, he wrote 



Dual 








Coding with Teachers 



and 



Organise Ideas 








with David Goodwin. He has designed and 








illustrated the books of leading educational 








authors that include Tom Sherrington, Paul 








Kirschner and the Learning Scientists. 








4 








 4 








 4 














[image: background image]





THANKS 








We would like to extend a special thanks 








to our guest contributors: Nikki Sullivan, 








Sarah Cottinghatt, Adam Kohlbeck and Josh 








Goodrich. We’re so grateful to have you share 








your expertise. In fact, we owe a debt of 








gratitude to the many researchers, 








leaders and coaches who have generously 








shared their wisdom; to the schools and 








colleges who have welcomed us in and 








embraced our approaches; to each other, 








of course; and to our families, for their 








unwavering support and encouragement. 








5 








 5 








 5 














[image: background image]





NTRODUCTION 








This book began as a companion 








to our 



Teaching WalkThrus 



series 








— a resource for the thousands of schools 








in our growing community. But it’s become 








something more. 



Coaching WalkThrus 



is for 








anyone with the responsibility of helping 








teachers get better — coaches, mentors, 








team leaders, senior leaders. Helping 








teachers navigate the complexity of the 








classroom takes a balance of support and 








accountability — it can be a challenge to get 








this right. Teachers improve when leaders 








and coaches work shoulder to shoulder with 








them to seek out learning problems, work 








on tried and tested solutions, model and 








rehearse techniques until they’re ready for 








the classroom, and help make changes stick. 








The same applies to teaching assistants — 








this book is for them too. 








Coaching WalkThrus 



is presented in four 








sections: 








WHY? 



brings together key ideas that 








underpin the coaching guides in this book 








— some drawn from our own fieldwork and 








others from influential research into teacher 








expertise. 








HOW? 



outlines the design decisions, 








structures and processes that make coaching 








realistic and sustainable. It shares lessons 








from our work with schools and colleges, 








alongside clear implementation guidance for 








leaders, coaches and teachers. 








WHAT? 



includes nearly 50 techniques for 








coaches, organised across the six phases 








of the 



WalkThrus Coaching Process 



(see 








opposite). These ultra-practical guides are 








for new and experienced coaches, and for 








leaders implementing coaching in schools 








or teams. We’re strong advocates of Paul 








Bambrick-Santoyo’s 5Ps feedback framework 








— you’ll find this referenced throughout 








the book. We explore this more fully in the 








Feedback & Support chapter. 








SCENARIOS 



offers practical guidance for 








navigating common situations you might 








encounter as a coach. Each WalkThru helps 








you to adapt the ideas in this book to your 








context, while staying focused on purposeful, 








respectful improvement. 








This book is a collection of 70+ step-by-step 








visual guides, grounded in our extensive 








fieldwork with schools, designed to help 








coaches do the job well, with both humility 








and purpose. 
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WALKTHRU SECTIONS 








WHY? 








Coaching works best when grounded in a clear 








understanding of how teachers learn, what effective 








teaching involves and why some approaches to PD are 








more likely to make a difference. The Why? section brings 








together key ideas that underpin the coaching practices 








in this book. Some come from our own fieldwork, 








others from influential researchers in the field of teacher 








expertise. It also serves as a useful companion to the 








Why? sections of our 



Teaching WalkThrus 



series. 
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02 








HOW? 
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03 








WHAT? 
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Coaching teachers personally, 








cognitively and technically. 
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Key ideas about how learning happens for students. 
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Charles Goodwin’s concept of noticing and 








sense-making. 








CASE-BASED REASONING | 24 








An intuitive, everyday approach to 








problem-solving. 








BUILDING MENTAL MODELS: S|T|A|R|T | 20 








A causal framework for building teachers’ 








mental models. 










       










       










       










       










       










       










       








PD MECHANISMS | WHY COACHING WORKS | 14 








Exploring the mechanisms that make coaching 








effective. 








THE LEARNING MODEL | TEACHERS | 18 








Key ideas about how learning happens for teachers. 








GROSSMAN et al’s REPRESENTATION, 








DECOMPOSITION & APPROXIMATION | 30 








A synthesis of Pam Grossman’s research into 








teacher development. 








KENNEDY’S PROBLEM OF ENACTMENT | 26 








The knowing-doing gap and its implications 








for coaching. 








COACHING FOR INTENTIONALITY | 22 








Five characteristics of highly intentional teachers. 
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PERSONAL 








Teachers commit to change when it feels 








relevant and worthwhile. Coaching should 








solve problems they recognise in their 








classrooms — things that make learning 








better for them and their students. 








Make it personal, even in group coaching. 








Show respect for their expertise by working 








with them, not imposing solutions. When 








teachers see the value, THEy’ll invest. 








THE 98% PROBLEM 








Teachers spend 95-98% of their time alone 








with students, making their own decisions, 








in the moment. Coaching is only meaningful 








if it changes what happens when no one is 








watching. Focus on the 98%. 








Coaching should give teachers mental 








models that help them to intentionally 








create the conditions for learning, not just 








ideas that work in theory. If it doesn’t stick 








when the door closes, it doesn’t matter. 
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KENNEDY’S PROBLEM OF ENACTMENT 26 | GOODWIN’S PROFESSIONAL 








VISION 28 | GROSSMAN et al’s REPRESENTATION, DECOMPOSITION & 








APPROXIMATION 30 | 








MEANINGFUL COACHING 








Coaching only matters if it changes 








what happens when no one is watching. 








Teachers spend 98% of their time alone 








in the classroom, making real-time 








decisions. If coaching doesn’t shape 








that time, it’s wasted. Meaningful 








coaching works on three levels: 








PERSONAL | 



It solves problems teachers 








care about. 








COGNITIVE | 



It helps them think clearly 








about their practice. 








TECHNICAL | 



It sharpens their use of 








core teaching techniques. 
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COGNITIVE 








Teachers need time to think clearly about 








their practice. They need space to process 








what they see, question their decisions and 








sharpen their judgement. 








A coach’s job is to help organise thinking, 








build awareness and make sense of the 








classroom. Ask the right questions. Surface 








useful insights. Make it easier for teachers to 








see, understand and act. 








TECHNICAL 








Teaching is a craft. Mastering core 








techniques gives teachers more control, 








more options and better responses to 








classroom challenges. 








Coaching should focus on what works 








and when to use it. Help teachers build a 








toolkit of techniques — then sharpen their 








intentionality about applying them at the 








right moments. 








THE SWEET SPOT 








Meaningful coaching balances personal, 








cognitive and technical support. The sweet 








spot is where these overlap. Teachers feel 








respected and motivated. They have time to 








think. They gain practical tools they know 








how to use. 








Get this right, and coaching makes a real 








difference. 
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MOTIVATE STAFF 








■ 



SETTING AND AGREEING ON GOALS 








■ 



PRESENTING INFORMATION FROM A 








CREDIBLE SOURCE 








■ 



PROVIDING AFFIRMATION & 








REINFORCEMENT AFTER PROGRESS 








Coaching should support all three forms: 








■ 



Setting appropriately challenging goals 








each session with the expectation of 








serious engagement in attempting to 








meet them. 








■ 



Offering credible suggestions and asking 








intelligent questions. 








■ 



Making teachers feel good about their 








work and the progress they’re making. 








BUILD KNOWLEDGE 








■ 



MANAGING COGNITIVE LOAD 








■ 



REVISITING PRIOR LEARNING 








The coaching process allows a teacher at 








any career stage to continually build up their 








knowledge, step by step, always revisiting 








and consolidating prior learning over time. 








Shrewd analysis of teaching problems 








can allow a very sharp focus area to be 








identified, with specific steps to work on. 








Knowledge of curriculum and assessment 








accumulates over years so coaches should 








guide this as a very long-run goal. 








SECTIONS: 
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APPROXIMATION 30 | 








PD MECHANISMS | 








WHY COACHING WORKS 








As discussed in 



WalkThrus Volume 3, 








the EEF report 



Effective Professional 








Development 



(2021) concluded that PD 








can be effective in many forms provided 








that certain key processes they call 








mechanisms 



are involved. They identify 








14 such mechanisms in four areas, each 








of which serves a specific function. 








If we view coaching as one element in a 








wider programme, it’s helpful to explore 








the extent to which the process delivers 








each of these mechanisms, underlining 








the rationale for investing our time in a 








good coaching system. 
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DEVELOP TEACHING TECHNIQUES 








■ 



INSTRUCTION 








■ 



SOCIAL SUPPORT 








■ 



MODELLING 








■ 



MONITORING & FEEDBACK 








■ 



REHEARSAL 








Coaching should be highly technical in terms 








of establishing a shared understanding of 








the learning problems and the precision of 








each technique under discussion. This can 








be achieved with an element of modelling 








by the coach or by reference to videos or the 








WalkThrus resources. Rehearsal also forms 








part of the overall sequence, with feedback 








forming a key element of any coaching cycle. 








EMBED PRACTICE 








■ 



PROVIDING PROMPTS AND CUES 








■ 



PROMPTING ACTION PLANNING 








■ 



ENCOURAGING MONITORING 








■ 



PROMPTING CONTEXT-SPECIFIC 








REPETITION 








To support embedding of practice, coaching 








has to be sustained. Over several iterative 








cycles of observation and feedback, the coach 








can focus on how well the teacher sustains 








techniques over time, building new habits, 








beyond merely enacting techniques in a 








performative style every so often. WalkThrus 








steps provide both coach and teacher with 








a set of prompts to support deeper habits to 








form and become embedded. 








TAKE ACCOUNT OF CONTEXT, NEEDS & 








TIME CONSTRAINTS 








The 14 mechanisms only really work if they 








can be applied in the specific context a 








teacher and coach are working in. The design 








of a coaching cycle including the frequency 








of observation and time given for feedback 








conversations has to be woven into the 








fabric of the school calendar, adapted to fit 








whatever time is available. 








Coaching concepts built on assumptions 








of elements of school culture need to be 








modified to fit the prevailing realities, 








maximising the impact in the conditions as 








they are. 
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ATTENTION 








Students need to learn consciously, using 








their working memory to select and organise 








information, then integrate it with their 








existing schema for the material in hand. 








This requires deliberate effort with students 








directing their attention to the learning 








process underway. 








However, in the absence of routines or 








activities that require students to focus 








their attention, they easily drift. It’s natural 








and inevitable. How to engage all students’ 








attention is a key focus for many teachers. 








COGNITIVE ARCHITECTURE 








WORKING MEMORY | 



Our finite capacity 








has implications for breaking ideas down 








into small chunks and for how we present 








information: 








■ 



Transient information — e.g. extensive talk 








or slides no longer visible can be hard to 








process. 








■ 



Excessive information can quickly 








overload students. 








LONG-TERM MEMORY | 



Each student has 








their own schema; relevant knowledge 








needs to be activated to enter working 








memory so that it can be built on. 
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APPROXIMATION 30 | 








THE LEARNING MODEL | 








STUDENTS 








Since the ultimate goal in supporting a 








teacher is to improve the learning of 








the teacher’s students, it’s vital to 








have a shared understanding of how 








learning happens. 








Lesson observations, co-constructed 








feedback and action planning should 








all reference the rationale for any given 








strategy or technique, rooted in an 








evidence base from research and good 








knowledge of the learning process. 








All our WalkThrus techniques are 








informed by a simple learning 








model derived from the work of Dan 








Willingham and cognitive load theory 








more generally. 
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THINKING 








A key concept from Willingham is 



memory is 








the residue of thought. 



A good rule of thumb 








is that without thinking, there is no learning, 








so every individual student must engage in 








their own thinking. This has implications for 








task design: 








■ 



Does every student have a chance to think? 








■ 



Are they all expected to think? How does 








the teacher check? 








■ 



Do the tasks require thinking about the 








concepts? 








■ 



Do students have the prior knowledge 








needed to do the thinking? 








MAKING MEANING 








A vital idea in learning is that, even when 








presented with the same material in the 








same way, students will always make sense 








of the concepts in their own way because 








each person’s specific schema or prior 








knowledge is unique to them. This is entirely 








normal and usually unproblematic but 








sometimes a student’s meaning includes 








serious misconceptions or significant gaps. 








A key task of teaching is to explore the 








meaning students have actually made — 








through tasks and dialogue where their 








understanding is revealed — then seeking to 








address issues that emerge. 








CONSOLIDATION & PRACTICE 








Learning that develops with new concepts 








or skills can be very tenuous. It is very easy 








to forget material soon after completing a 








task unless students engage in some form 








of practice that allows them to consolidate 








their learning, strengthening connections 








between their prior knowledge and 








anything new. 








Another key aspect of teaching to discuss 








is how well all students in a class are able 








to engage in practice tasks — repeating 








or revisiting material multiple times, 








undertaking retrieval practice and 








building fluency. 
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SCHEMA BUILDING 








Knowledge of each aspect of teaching 








— behaviour, curriculum, explaining, 








questioning, assessment — will build 








gradually over time. Teachers will have a 








range of prior knowledge and experience 








that forms the platform for any new learning. 








Each teacher’s schema will be unique to 








them so coaches need to avoid assuming the 








presence or absence of certain knowledge; 








they should ask appropriate questions to 








explore the teacher’s understanding as part 








of their dialogue, supporting them to make 








connections to what they’ve learned before. 








COGNITIVE LOAD 








Teachers all experience the challenge of 








overloading their working memory. There 








are only so many things we can think 








about at once and teachers often have a 








lot on their plate: behaviour management, 








curriculum sequencing, explaining concepts 








and modelling examples, orchestrating 








questioning, attending to the needs of 








individual students — it’s complex. 








Coaching is best when teachers focus 








on specific elements in the complexity, 








reducing the scope of the challenge and 








breaking techniques down into small steps. 
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APPROXIMATION 30 | 








THE LEARNING MODEL | 








TEACHERS 








All teachers engaged in professional 








development are also learners in that 








context so it’s logical that ideas from 








our learning model will apply to the 








process, with implications for coaching. 








If, as coaches, we understand the 








reasons why teachers might struggle 








with a concept or not change their 








habits over time, we are better 








placed to anticipate the issues and 








to address them. 








A coach benefits from having a good 








mental model for teacher learning to 








support their decision-making over the 








course of a coaching sequence. 
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MEANING MAKING 








Even where routines seem reasonably tightly 








defined, each teacher engaging with them 








will make sense of the steps in their own 








way — locating them within their context, 








applied to their students, subject and 








teaching space. There’s a risk a coach might 








assume that a teacher has the same mental 








model as they do when actually their view is 








different in an important way. 








Questions that form part of a coaching 








conversation should seek to explore how a 








teacher has made sense of ideas themselves; 








it’s the teacher’s model that matters, 








not the coach’s. 








PRACTICE & CONSOLIDATION 








As with learning any new knowledge or 








skill, There’s always a risk that teaching 








techniques can deviate from the original 








idea or be forgotten completely in the 








absence of repeated practice. 








In any coaching sequence an emphasis on 








practice is helpful, with feedback focused on 








the degree of precision or fluency. This can 








influence decisions about when to move on 








from one focus area to another. often it’s a 








better bet to stay focused on one aspect for 








longer, to allow more time for consolidation, 








rather than trying to move on too soon to 








something else. 








FLUENCY 








Teachers ultimately deploy routines 








automatically without thinking too hard 








— much as we do with various elements of 








driving a car. This frees up working memory 








allowing us to attend to more dynamic 








elements of a lesson. 








However, when working on new routines, 








such as 



Cold Calling 



or 



Think, Pair, Share, 








the steps can be clunky and awkward at first. 








This is entirely normal. Over time, with some 








feedback, the steps smooth out into a more 








fluid routine. Fluency can also develop in 








how techniques are sequenced — e.g. from 








Signal, Pause, Insist 



to 



Show-Me Boards. 
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THEORY 








Teachers constantly make rapid decisions 








about what will work and why. They run 








countless mental simulations of what might 








happen next, testing out different options 








and techniques, and choosing the most 








promising route. 








Coaching brings this causal reasoning to the 








surface. Together, coach and teacher clarify 








the logic: if we do this, then we expect that 








— because... 








This turns hunches into predictions, ready to 








be tested in action. 








SITUATION 








Problems are an inherent part of teaching, 








for all teachers. Professionals seek them 








out. Building situational awareness is a core 








aim of coaching — developing the teacher’s 








ability to notice what’s happening, interpret 








it and define the problem clearly. 








This means digging beneath surface 








behaviours to pinpoint underlying causes 








— e.g. recognising when students aren’t 








focusing attention because transitions are 








unclear, or when low participation ratio 








stems from a poorly worded question. It’s 








the clarity of this early analysis that shapes 








everything that follows. 








SECTIONS: 



WHY? 



| HOW? | WHAT? | SCENARIOS 








BUILDING MENTAL MODELS | 








S|T|A|R|T 








Inside our heads, we have deeply 








personal ideas about how the world 








works. These causal mental models 








shape how we act. For teachers, 








strong mental models allow for quick, 








informed decision-making, helping 








them assess, predict and respond to the 








changeability of the classroom. Mental 








models are the organising structures 








of the professional mind — coaching 








should develop them to support more 








intentional, responsive teaching. 








The S|T|A|R|T framework codifies this 








process. Each stage is connected by a 








single causal thread, from identifying 








the problem to testing a prediction and 








drawing learning from the outcome. 
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