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LET'S START WITH THE TRUTH

“Coaching isn't difficult because leaders don't care.
It's difficult because they care deeply.”

Coaching feels emotionally exhausting because it must honor many priorities at once. Avoiding coaching usually
does ot protect the teacher. It protects our discomfort — while children continue experiencing whateverisn't

working

Children Teachers Families Licensing Ratio Budgets

Which part of coaching is hardest for you right now?

- “ A. Starting the conversation
= Poll Ekno sa

Fensiveness or resistance

COACHING THAT STICKS D. Following up consistently o2

ONE B1G IDEA

Four coaching lenses.
Held at the same time.

o1 02 04

The Director's The Teacher's The Coaching
Experience Experience Decision

P itens

ops cosching
eroundediniistimate purpose.

ishape how coschinglands.

you tend to mi

@ Which lens do you naturally prioritize? Which do
2

DIRECTOR TENSION #1

"| donlt Want t.o ’ IiateIgAppIicable Strategy
hurt their feelings.

Instead of beginning with correction... begin
with belief.

nstead ot
Most directors delay coaching because they care.

“You need to.

COMPASSION + ACCOUNTABILITY Toy:

“I believe you're capable of even “Id like to share an observation because | believe
" you're capable of even more.”
more.

What conversation have you delayed because Small difference. Huge impact.
you were trying not to hurt someone's feelings?

COACHING THAT sTICKS
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A NEW PERSPECTIVE

Besistance is
information.

Be curious before being corrective.

Behavior is visible.
Motivation is invisible.

When a teacher resists feedback, what is
your first instinct?

A.Explain my point more clearly
= Poll 5. Ask questions to understand what may
be behind the response
C.Give the teacher time and revi
5. Rostate the oxpoctaton more dirocay

WHY DO TEACHERS RESIST FEEDBACK?

Same behavior.
Different reasons.  ‘memstcleemyont

Q ) suRNOUT

DON'T WON'T “I have nothing left.”
KNOW YET |~

[P conrusion

“I didn't know that mattered.”

Each reason requiresa different coaching
response.

IDENTITY

“I'm a bad teacher.”

“I don't know how."

“lunderstand. I'm choosing
ditferently.

’ A teacher says“Fine. Whatever you want." What could
conchin THAT sTicKs v o

AROADMAP — NOT MORE PAPERWORK

éa. The IMPACT Coaching Framework
Rimaimpact

FROM OBSERVATION T0 ACTION Q =
. st g prerl o cnvertirs —
e i st s el o e chiban sty

I
Hek
ead!

Slow down before reacting.
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IMPACT / STEPS 01-¢

see clearly.
Choose deliberately.

'I’.“

What am | really seeing?
What drives this behavior?

@ IDENTIFY
\ Focus on what sits behind the behavior: fear,

skill, burnout or choice.

ap

Choose one meaningful improvement to focus on

IMPACT / STEPS 03-06

) £’
Four moves. One aim: growth (2 py

-

PROMOTE SELF DISCOVERY

P Questions, not lectures,

3& invite teacher thinking.

CULTIVATE
ACCOUNTABILITY
Clarity, consistency
and follow-through—

not punishment.
>“'

Think of one teacher you have coached
recently. Which step did you skip? Name
them and claim them, 5o y coach

T

t

them differently.

DIRECTOR TENSION #2

“They’re trying
really hard.

The teacher worked non-stop.
The children still waited for
lunch

W Celebrate effort. Coach impact.

Which statementis more coach-like: A)
you need to manage transitions better, or
B) Children waited for 18 minutes with no

activity for lunch.

|
//
ASSESS

Celebrate progress. Adjust
plans. Growth isn't linear.

TAILOR
SUPPORT

Same goals.
Different routes for
each teacher.

jou can

v
w

TRYTH

Immediately Applicable Strategy

Remember: there is a teacher’s perception and
your observed reality in play.

Reflection Question

“What do you think the children experienced
during that transition?”

Feedback Reframe

When giving feedback, describe what you
saw the children experience. Avoid
overstating what the adult did wrong.

Small difference. Huge impact.
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DIRECTORTENSION 3

“We're already
short staffed.”

WITHOUT LOWERING STANDARDS

N

DIRECTOR TEN:

How long do | keep coaching? ¥
—
\“
@ IMMEDIATE eDEVELCPMENTAL
Safety - Supervision Language « Instruction
Respect - Licensing -

Relationships - Organization «

Professional Conduct - Questioning + Interactions

Confidentiality
i it ffects safety, supervision censing,conduct, o Ifnot.
Are these examples immediate or
developmental coaching scenarios?

What if coaching doesn't work?

Coaching succeeds when it produces safety, stronger

teaching, or honesty — not just retention.

TEA DISAGREEMENT
et Sty Listen. Restote the standrd, “You

" don't have to agree with me today,
Don't rescue. but you do need to understand the

expectation”
'M DOING MY BEST (0 CHAN:
Honor effort. Name impact. I Support should continue. Employment
EET PR (0 & o i may not. Those are different decisions.
the children need!
-

A"l don't want to hurt ther feelings”
& t

= Poll your progr : _
&'t airosds short siaied
B owions o koop comng”
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Three questions.

o, ©. O,

-
What do the children need What does this teacher What does accountability
right now? need to successfully provide look like today?
it?

Not Today.

someday. - \
\\ ~
.
L - s P -

KEEP THE MOMENTUM

&,
Three ways to keep learning in motion @Eimumnum

Choosa a et step that fitsyour team, your practice, and your pace.

@aiﬂlliﬂlﬂﬂﬂ @

The IMPACT Framework Newsletter article

Follow-up coursework
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