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Differentiated Professional Development—Coaching 
 

School districts want to invest in professional development that improves 
student achievement. The challenge is to identify professional develop-
ment programs that ultimately create positive change for students. Teach-
ing is dynamic with unique challenges to educate students “who enter the 
classroom with a wide range of knowledge, skills, and needs” (Kraft, 
Blazar, and Hogan, 2018, p.548). 
 
Many authors have identified critical features of effective professional de-
velopment such as “job-embedded practice, intense and sustained dura-
tions, a focus on discrete skill sets, and active learning” (p.548). Coaching 
is one model of professional development that includes these features. In 
this professional development model “coaches or peers observe teachers’ 
instruction and provide feedback to help them improve” (p.548). Coaching 
is different from traditional professional development because the focus is 
on translating best practice into actual classroom practice.  
 
There seem to be conflicting views of what teacher coaching should be. 
The role of the coach may be to ensure that teachers are implementing new 
practices, model effective instructional strategies, help teachers reflect on 
their own practice, provide direct feedback, identify appropriate interven-
tions, gather data in classrooms, or lead whole school reform.  
 
To accomplish the goal of improving student performance, coaches engage 
in sustained professional dialogue with the teachers they coach focusing 
on developing specific skills to enhance teaching (Kraft, Blazar, and Ho-
gan, 2018, p.551). An effective coaching model is individualized (one-on-
one), intensive (coaches and teachers interact at least every couple of 
weeks), sustained (over a semester or year), context specific ( within the 
context of the teacher’s classroom), and focused (deliberate practice of 
specific skills) (p.553). For effective professional development, coaching 
should be part of a professional development program that also includes 
group professional development focused on teaching teachers new skills or 
content knowledge. Coaches need to be part of a school/district change 
model that focuses on changes in student learning, changes in instruction, 
and changes in school structure.  
 
Coaches are in a non-supervisory role and must use their expertise and re-
lationship building skills to influence the teachers who are being coached. 
Effective coaches involve teachers in collaborative dialogue, facilitate the 
alignment of the vison of the teacher with the school vision, use data to 
facilitate student and teacher learning, increase teacher capacity to meet 
student needs, observe classrooms periodically to build knowledge over 
time, and are supportive rather than evaluative (Williams et al, 2017, p.4). 
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When implementing a coaching model, one of the key features is qualifications of the coach. Ad-
ministrators may consider 

 Is this person an expert in the skills related to the needs of the person being coached? 
 Does the coach model research-based best practices? 
 Is the coach skilled in encouraging others to incorporate best practices into their instruc-

tion? 
 
Coaches may be someone who has been an effective classroom teacher. However, the coach needs 
to adjust his/her instructional style from teaching children to teaching adults. Adults have an inde-
pendent self-concept, are more likely to direct their own learning, have a reservoir of life experienc-
es, may need to learn new social roles, are problem/issue centered, and are interested in immediate 
application of learning (Williams, et al, p.4). 
 
“No matter the expertise or enthusiasm of a coach, coaching is unlikely to impact instructional prac-
tice if the teachers themselves are not invested in the coaching process” (Kraft, Blazar, and Hogan, 
2018, p.573). The effectiveness of a coaching model also diminishes as the number of coaches in-
creases and when participation is mandatory. Increasing the number of coaches seems to have the 
effect of reducing the quality of the coaches. “Coaching requires teachers to be willing to open 
themselves to critique and recognize personal weaknesses” (p.574). Coaching needs strong relation-
al trust between the coach and the person to be coached and between teachers and administrators. 
Teachers need to feel comfortable with experimenting with new instructional techniques.  
 
Before coaching begins, the skills to be developed for the improvement of instruction need to be 
identified. There are multiple reports in the Nassau BOCES Instructional Data Warehouse that may 
assist with this. Administrators may download  the Gap Reports for specific teachers over three 
years to identify a pattern of gaps  in student learning based on the standards for a teacher. The wid-
est, persistent gaps in student learning for specific standards would then become the focus of coach-
ing for that teacher. Coaches should also be reviewing the Gap reports for the coaching year to see if 
there are changes in the teacher’s results from the previous three years.  
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