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EXECUTIVE SUMMARY

Based on feedback from participants, the
leadership coaching initiative was an

“The coaching initiative went

extremely valuable experience that resulted

beyond my expectations for the

in significantly positive
positive changes in the

following reasons...

leadership of School
School District #64.
#64. The

1. I was amazed at the depth at

initiati
initiative provided the opportunity for

which people were willing to

educational leaders1 to set and to focus on

work in such a new initiative.

goals that were then translated into actions.

2. The clients were more open

This process empowered leaders and

than I thought they might be at

reaffirmed their overall commitment
commitment and

first, contributing to a culture of

motivation to the complexities of their

overt change.

work. Since the coaching initiative was very

3. Clients made personal shifts.

well received, these
these leaders now seek the

4. Much of what they worked on

opportunity to eng
engage in future coaching.

had to do with plugging into a

This would continue to build and enhance the

bigger, district-wide picture -

leadership within the district thereby

not just their own school or

translating into educational successes.
successes.

setting. I was “100% impressed
with the quality of what people

During the period from August 2009 to

chose to work on.”

January 2010, educational leaders in School

5. Sometimes I would hear

District #64 (Gulf Islands), British Columbia

about something from a teacher

were invited to participate in an educational

that told me the clients must be

leadership coaching initiative. In total, 14

sharing their coaching goals

leaders participated in bi-weekly coaching

with their staff.”

sessions over this five-month period. The
overall goals of the coaching initiative were:

-

Jeff Hopkins, Superintendent

1. To provide educational leaders with an
individualized coaching experience;

1

Educational leaders include: principals, vice principals and directors.
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2. To develop the leadership capacity of
educational leaders through setting
and achieving their educational goals;

15 Characteristics of Strong
Educational Leaders

3. To assist educational leaders to
become more aligned as a team;
4. To further the district’s initiative of a
constructivist approach to learning.

1. Ability to build a school
vision among stakeholders.
2. Commitment to continuous
professional learning

Among all participants, there were 130

3. Creative thinker

sessions conducted (75% face-to-face and

4. A positive ‘can do” attitude

25% telephone). Sessions ranged from 30-90

5. Good organizational skills

minutes. Two cohort meetings also occurred,

6. A likeable personality

one at the beginning and one at the midpoint

7. Strong track record that

of the initiative. All participants met with the

commands respect

Superintendent to review their coaching

8. A personal presence

goals. As part of this initiative, participants

9. Ability to tolerate ambiguity

agreed to provide feedback via an online
survey at two time points: prior to their first
coaching session and after their last coaching
session. 14 participants provided pre-

in times of change
10. Ability to create and sustain
systemic change
11. Understanding the

coaching feedback and 13 of the 14 provided

dynamics of systemic

post-coaching feedback.

change
12. Experience in teaching at

PrePre-Coaching Feedback
Overall, participants in the initiative had a
great deal of experience in the field of
education, both at the teacher level and at the
school administration level. Only 2 of the 14
had previous experiences with a coach.

the administrator level
13. Ability to empower others
to achieve school goals
14. Strong group facilitation
skills
15. Strong interpersonal skills

Participants cited three key reasons for
engaging in the initiative.
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1. To develop their skills;
2. For personal growth and learning;
3. To be able to contribute more to District
initiatives.

“These processes are vitally
important when people are in
positions where their actions
and responses have such
significance to others.”

They felt that the benefits from coaching would
be greater self-reflection, goal attainment, skill

-Administrator

improvement and personal growth.
Given that these individuals are leaders in education, they were asked to assess the
importance of 15 characteristics and skills deemed critical for educational leaders in
two ways: how important they feel these characteristics and skills are for leaders and
how competent they feel that they are in relation to each of these characteristics and
skills. All participants indicated that the skills were ‘quite or very important’ for
educational leaders. When asked to rate their level of competence in the 15 areas, a
vast range of self-perceived competence levels was evident.
Participants were asked to reflect on experiences that they felt have impacted their
professional development in the past. Four main experiences emerged: having a
mentor; completing post-graduate studies; engaging in professional development
training; and working in positive environments.
Given that part of the coaching work involves setting goals and objectives, participants
were asked if they had ever developed an educational leadership plan. 9 of the 14
indicated that they had done so in the past. Among the factors that had assisted them
in achieving goals that they set for themselves were: having support from others;
mapping out their plan and revisiting it on a regular basis; taking time for selfreflection; maintaining motivation and commitment to achieve goals; and factoring in
personal needs and passions to the overall plan.
In thinking about expectations of the coaching experience, 13 of the 14 participants
indicated that they felt coaching would be ‘somewhat’ or ‘very’ helpful. One individual
had no preconceived expectations. Of note was the concern that over half of
participants voiced around finding time in their schedules to engage with the coach.
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PostPost-Coaching Feedback
After having participated in the dynamic
process of coaching, participants were
asked to review the list of 15 leadership
characteristics and skills and rate their selfperceived competence in these areas.
Growth was reported in 12 areas of the 15

“Thanks to SD #64 for their
support of this progressive and
meaningful leadership initiative.
I am excited to anticipate the
future effects of this coaching
experience.”

areas.

-

Administrator

All participants indicated that that their
expectations were ‘fully met’ or ‘exceeded’. Almost all participants felt that they
received ‘quite a bit’ or ‘a great deal’ of benefit from the experience. Specifically they
noted the following key benefits:
 Increased level of confidence in their skills;
 Formulated goals and actions;
 Enhanced clarity of work priorities;
 Increased self-reflection;
 Increased awareness of communication;
 A greater sense of support.
In turn, these benefits impacted their professional life through increasing their overall
engagement in professional development, helping them focus on topics of interest,
increasing reflective practice and providing them with new skills.
Overall, participants noted that the three biggest aspects of coaching that made a
difference were enhancing their communication skills, having the support of another
person in order that they could discuss issues, and affirming their professional efforts.
From their interactions with their coaches, participants acquired new or enhanced
communication skills that they were implementing with their staff, such as asking
questions in a more effective manner, setting goals and using more strategic thinking.
In addition to changes in interaction style, individuals also noted that they were more
focused on increased accountability, management and organizational skill
development and actively identifying areas for professional growth.
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A key component of the success of this initiative was the relationships that the
educational leaders had with their coaches. They reported a high level of satisfaction
with the relationships they had formed with the coach, the coach’s ability to adapt to
changing needs, and the guidance offered by the coach. Overall, all participants rated
the coaching experience as ‘very good’ or ‘excellent.’
Participants were asked to reflect on the overall structure of the coaching. There was
great diversity in the recommended number of sessions, frequency of sessions, cohort
meeting schedule and period of time within the school year that the coaching would
ideally take place. This highlights the individual nature of coaching based on each
person’s needs.
Based on survey results and feedback from coaches and District personnel, the
following recommendations are proposed for the coaching initiative.
1. Continue to offer the opportunity for
for educational leaders to engage in coaching.
The benefits of coaching in this School District, in which educational leaders are
somewhat isolated from one another, have been significant. This structured
process has enabled these leaders,
leaders, despite time constraints,
constraints, to grow in their
respective roles
roles.

2. Consider allowing for greater flexibility among educational leaders as to
frequency, timing and duration of coaching. It was clear from this evaluation
that coaching is a highly individualized process, one that is collaboratively and
continually refined within the relationship between the coach and the client.

3. Continue to monitor gains and successes within School District #64 as a result
of coaching. This monitoring may lead to insights as to optimal coaching levels
needed to sustain continued movement toward growth and change over time.

4. Offer educational leaders the opportunity
opportunity to further learn coaching skills that
they can, in turn, apply with their staff.

5. Ensure the sponsor (Superintendent) receives coaching before a District initiative
is undertaken. It is essential that the sponsor has experience being coached.
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6. Consider the value of the sponsor being part of each client’s goal creation. This
may not necessarily take place at the beginning of a client’s coaching sessions,
but could be scheduled at a prepre-determined time point in the initiative. The
meeting can be a 33-way meeting with coach, client and sponsor.
7. Manage attendance data (who is attending sessions, etc.) through an
organization’s Human Resource person.
8. Promote, whenever possible, that engaging in coaching is voluntary.
voluntary. Note that if
clients volunteer to participate, it will contribute to fewer ‘no shows’.
9. Consider an ‘ongoing’ entry intake process for people who ‘hear’ about the
initiative and would like to participate at a given point in the year.
10. Hold scheduled meetings with
coach(es) and sponsor.
sponsor. Have agenda
items be created both by the coach
and the sponsor The value of these
meetings is to:
a. Make sure project goals are
integrated within other
contexts;
b. Sustain drive and excitement;
c. Report on successes;
d. Give sponsor information if

“Thank you so much for the
help and for this experience. It
definitely exceeded my
expectations and helped me to
be much more effective as a
leader. I hope that this initiative
can continue.”
-

Administrator

clusters of common themes
emerge.
11. For each initiative, determine the value of having clients contribute financially
(e.g., through Pro D funds, etc) and whether this would enhance commitment.
12. Ensure that all necessary logistical aspects (e.g., required level of commitment
from participants, length of the initiative, role of the school board etc.) of a
proposed coaching initiative have been decided upon and clearly articulated
prior to the beginning
beginning of the process.
process.
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INTRODUCTION

School District #64
School District #64 is comprised of 10 schools that are on 5 different islands. The
largest island, Salt Spring is home to 6 of the 10 schools. Schools range in size from
18 students at one of the small island schools to 600 students at the secondary
school.
 Four schools serve students in Kindergarten to grade 12.
 Three schools serve students in Kindergarten to grade 5.
 One school serves students in Kindergarten to grade 7.
 One school serves students in grades 6-8.
 One school serves students in grades 9-12.

Background
During the months of August 2009 and January 2010, all educational leaders (i.e.,
principals, vice-principals, and directors) in School District #64 were invited to
participate in an educational leadership coaching initiative. 14 educational leaders
chose to engage with a coach on a bi-weekly basis for 10 sessions. These participants
were coached to develop and focus on specific goals and objectives, often related to
school goals or in some cases, personal development goals. In addition, critical

leadership and team behaviours were articulated to help realize the goals.
The overall goals of this coaching initiative were:
1. To provide educational leaders with an individualized coaching experience.
2. To develop the leadership capacity of educational leaders through setting and
achieving their educational goals.
3. To assist educational leaders to become more aligned as a team.
4. To further the district’s initiative of a constructivist approach to learning.
Prior to each coaching session, participants were asked to complete a ‘coaching
agenda’ that would help guide the session. Participants worked with one of two
coaches during this time period. Coaching was done in-person or via telephone.
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Definition of Leadership Coaching
Leadership coaching is the art of enabling leaders to identify and achieve that which
matters most for them in their lives and careers. The coach helps create a trusting,
learning partnership and guides a series of conversations where the client chooses the
focus. The coach brings her presence, deep listening, powerful questions and relevant
tools and resources to support and challenge the individual towards clarifying and
realizing their goals. Coaching is NOT a casual conversation, therapy or consultation
with an expert who provides answers (Magnusson & Rowe, 2009).

Evaluation
Evaluation Overview
In order to examine whether the experience of coaching was perceived as a positive
experience for participants and whether coaching enhanced educational leaders’ ability
to meet the key goals of the coaching initiative, a two time-point evaluation was
undertaken. The first time point occurred prior to the beginning of coaching sessions
(August 2009). Participants were asked to complete an online survey, consisting of
both quantitative and qualitative questions, in which several dimensions were
explored:
 Experience in the school system
 Past experience with coaching
 Reasons for deciding to participate in the current initiative
 Perceived possible benefits from coaching
 Perceived key educational leadership skills
 Perceived level of competence in key educational leadership skill areas
 Past experiences impacting Professional Development
 Past experiences with educational leadership plans
 Expectations and concerns about coaching
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At the end of the coaching sessions (January 2010), participants were once again asked
to complete an online survey that asked them to report on:
 Perceived level of competence in key educational leadership skill areas
 Perceived benefit of the coaching experience
 Impact of coaching on Professional Development
 Application of learning and growth through coaching to professional work
 Preferred methods of coaching including duration, intensity and start times
 Challenges in finding time to engage in coaching
 Relationship quality with the coach
 Quality of the coach’s guidance
 Overall effectiveness of the coach
 Key qualities of the coach
 Degree of usefulness of coaching templates and agendas
 Suggestions to improve the coaching initiative

Report Overview
The remainder of the report consists of the following sections:
 Pre-coaching results
 Post-coaching results
 Summary of findings
 Recommendations
 References
 Summary of Coaching Cohort Meeting (Appendix A)
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PREPRE-COACHING RESULTS
Participants
14 educational leaders (9 female; 5 male) from School District #64 participated in the
coaching initiative. These educational leaders had varying levels of experience in the
school system (teaching and school leadership).

Total Number of Years in the School System
More than 25

6-10 years

years

14%

21%
11-15 years
21-25 years

22%

7%

16-20 years
36%

Total Number of Years as a School Leader
More than 16
years

1-3 years

7%

22%

11-15 years
14%

4-6 years
21%
7-10 years
36%
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Past Experiences in Working with a Coach
2 of the 14 participants (14%) reported having been involved in coaching prior to the
current initiative. Both participants had positive experiences noting the past coaching
was ‘quite successful’ and ‘very successful’. When asked what was successful about the
experience, they noted that the coaching provided time to reflect and improve on
educational practice. One participated noted that they had a good connection with the
coach and each week when they met, they were able to develop manageable actions
that were goal-oriented.

Rationale for Participation in the Current Initiative
All participants provided their reasons as to why they opted to participate in the
coaching initiative. These reasons highlighted three main categories (along with an
‘other’ category.)

Reasons for Participating in the Coaching Initiative
Be able to
contribute more to
district initiatives
11%

Skill Development
50%

Other
17%

Personal
Growth/Learning
22%
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More specifically, comments in each of the above areas included:
Reason for

Comments

Participation
Skill Development

General
“A good chance to develop some skills.”
“I want to improve my performance. I am looking for feedback on how I do
my job.”
“An opportunity to focus on specifics and to be provided feedback and
support along the way.”
Communication
“Getting help with communicating more effectively.”
“I'm looking for discussion and insight into how to improve my
communication with colleagues.”
“To further my leadership in particular areas of conflict / problem solving.”
Leadership/ Management
“To become more effective in decision making, to develop change
management skills.”
“I see it as a continuation of my learning that I did through my Masters
program, which I found to be extremely positive, not because I was coached
there, but because the program focused on my development as a leader.”
“As a new "positional" leader, I feel like I have a great deal to work on.”
Collaborative Skills
“Learning to be authentically collaborative.”

Learning

“This is an opportunity to learn and grow. “

experience/Personal “To help me make personal changes.”
Growth

“ Personal growth.

Be able to increase

“Be part of the Gulf Island Principals and Vice Principals’ Association.”

participation in
organization
Other

“Dealing with / supporting struggling teachers.”
“I've already had a positive experience with coaching and I am always
looking to improve.”
“It's a wonderful opportunity and I know the difference 'coaching' makes to
actual implementation when I present in-service / workshops myself.”
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Perceived Possible Benefits from Coaching
13 out the 14 participants provided their future predictions of perceived benefits from
their participation in the coaching initiative. These reasons highlighted four main areas
of benefit.

Perceived Possible Benefits from Coaching

Personal Growth

Self-reflection

12%

41%

Improvement of
skills
24%

Goal attainment
23%
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A closer look revealed the following comments.
Benefits of

Comments

Coaching
Self-reflection

“I will be able to look critically at various aspects of my practice with
guidance. “
“Self-reflection is valuable but to have someone expand / reflect back / move
things to the next step or level will be appreciated.”
“Feedback and reflection is something that we do not have time for. It will
make positive changes to the way I perceive myself.”
“I'm looking forward to addressing some of my weaknesses in a safe
environment.”
“When I am accountable to someone, it makes me push myself that little bit
more to make sure that I take action.”
“Someone to share my areas of professional growth with who will give me
honest and unbiased suggestions on how I am doing and areas for
refinement and improvement.”

Improvement of

“It is one of the best tools for furthering and enhancing your leadership

skills

skills.”
“To become a more effective leader.”
“I will be able to support my staff more.”
“Greater skills professionally.”

Goal attainment

“I will benefit from working with someone who is aware of my professional
goals and can support their attainment within the organization.”
“ Keep me on track with my commitments.”
“I will set goals for myself; the coach will be there to help me stay focused on
my goals and will help me to come up with a plan to reach my goals.”
“ The coach will have suggestions for me, and will be encouraging.”

Personal Growth

“An opportunity to learn and grow.”
“Personal growth.”
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Leadership Skills
Next, participants were asked to rate the importance of 15 characteristics (Duffy 2009; Scottish Executive,2003), noted in the
literature, that exemplify strong educational leaders (note that none of the characteristics were deemed ‘not important’ or ‘a little
important’ by participants), followed by their self-rated strength in these areas.

How important are the following skills for educational leaders?
Building a school vision among stakeholders
Commitment to continuous professional learning
A creative thinker
A positive "can do' attitude

Leadership Area

Good organizational skills
A likeable personality
Strong track record that commands respect
Personal presence

Somewhat

Ability to tolerate ambiguity during times of change

Quite

Ability to create and sustain systemic change

Extremely

Understanding dynamics of systemic change
Experience teaching at administrator school level
Empowers others to participate in school goals
Strong group facilitation skills
Strong interpersonal skills

0%

10%

20%

30%

40%

50%

Percentage of Participants
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60%

70%

80%

90% 100%

How strong are you in the following areas?
Building a school vision among stakeholders
Commitment to continuous professional learning
A creative thinker
A positive "can do' attitude
Good organizational skills

Leadership Area

A likeable personality
Strong track record that commands respect

Early stages

Personal presence

Somewhat strong

Ability to tolerate ambiguity during times of change

Strong

Ability to create and sustain systemic change

Very strong

Understanding dynamics of systemic change

Extremely strong

Experience teaching at administrator school level
Empowers others to participate in school goals
Strong group facilitation skills
Strong interpersonal skills

0%

10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Percentage of Participants
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Powerful Experiences Impacting Professional Development
Participants were asked to reflect on what experiences they had had in the past that
had shaped their Professional Development. Four main areas of impact emerged.

Experiences Impacting Professional Development
Positive working
environment

Being mentored

13%

35%

Post graduate
studies
17%

Other
13%
External training
22%
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Highlighting these 4 areas and an ‘other’ category are the following comments.
Experience
Being mentored

Comments
“Observing other administrators and modelling my practice after those who
had traits I admired. “
“Working with individuals (staff, students, parents, community members) who
have mentored my development.”
“ Mentoring with a retired principal, being in the company of experienced
administrators.” “Working with a team of diverse but committed educators
under strong leadership which modeled best practise.”
“ Encouraging supervisors has made a big difference in how committed we
are and therefore how much change takes place.”
“ Working with other leaders that have mentored me throughout my career.”
“Moving to Salt Spring and having the opportunity to work with [Board of
Education staff] regarding constructivism.”

Post Graduate

“Master's degree.”

studies

“Completing my Master's degree.”

Professional

“Being offered lots of opportunity for Professional Learning through

Development

conferences, collaborative endeavours, teaching etc.”

Training

“ I’ve had the most "growing" experiences when our group has been involved
together over a period of time in related Pro D opportunities.”
“Mel Levine - assessment for/as/of learning.”
“It was noticing as a beginning teacher, that what I was doing in the
classroom was not creating the results I wanted (i.e., student
success/achievement). Because of this, I began a deep journey into learning
how to increase the reading and writing ability of my students in a very
specific and intentional way. This was a result of continuous, on-going
Professional Development particularly in literacy. I spent a lot of time talking
with other like-minded teachers and for me. That was very rewarding.”

Positive working
environment

“Being able to connect and discuss with other educators over a sustained
period of time; being involved in action research that I shared responsibility
for with others on my staff.”
“Being given the freedom and therefore power or empowerment to do my job
to the best of my ability.”

Other

“Honestly, having my own children has taught me the most about being a
leader and educator.”
“The transition from being a teacher to becoming a principal.”
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Educational Leadership Development Plans
Plans
Participants were asked to comment on whether they had any previous experience with
their own educational leadership development plan. 9 of the 14 participants indicated
that they had had a development plan in the past. Further to this, they were asked
what factors helped them achieve their goals on these past development plans. They
noted 5 key areas that helped them reach their goals.

Factors Supporting the Acheivement of Goals
Integrating
Motivation and

personal wishes

commitment

8%

Support
33%

13%

Self-reflection time
25%
Planning and
revisiting goals
21%
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Specific comments regarding supporting factors include:
Factors supporting goal

Comments

achievement
Support

“Sharing goals with another; evaluation and discussion.”
“Collegial support and teaming opportunities.”
“Asking for support rather than trying to do everything alone.”
“Support from individuals and organization.”
“Sharing it with at least one other person.”

Planning and revisiting

“The process of making a plan - reviewing the plan regularly

goals

and following the plan set out.”
“Frequently revisiting my goals to ensure that I'm making
progress.”
“Mapping out plan visually.”
“Having a plan in some detail.”
“ Setting reasonable, smallish goals.”
“Making deadlines.”
“Making sure my goals were specific & realistic.”
“Setting priorities.”

Time for self reflection

“ Time: to focus on priorities and for reflection.”
“Inventory of strengths/weaknesses.”
“ Reflection on previous goals.”

Motivation/ Commitment

“I'm self motivated, committed for the long term.”
“Hard work.”

Considering personal

“Considering personal needs in that plan right from the start.”

wishes

“Making sure the goals were connected to my passions but were
also relevant to the situation I was in (my job assignment, etc).”
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Future Expectations and Concerns about
about Coaching
Finally, participants were asked about their expectations about their upcoming
coaching experience.

Future Coaching Expectations

Number of Participants

8
7
6
5
4
3
2
1
0
I do not have any

I think it will be somewhat

expectations.

helpful.

I think it will be very helpful.

Concerns about Coaching
(17 comments made)
Factors supporting goal achievement

% of comments
reflecting this
concern

Finding enough time in the schedule

52%

No concerns

18%

Setting realistic goals given the other demands of the job and personal life

12%

Connecting with the coach

6%

Revealing personal aspects to a coach

6%

Dealing with philosophical differences between individual participant and

6%

District staff
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POST COACHING RESULTS

All participants were invited to reflect upon their experience of coaching after the
conclusion of their last coaching session. To this end, 13 of the 14 participants (8
female; 5 male) completed an online survey.2 Questions were designed to assess the
benefit of the coaching experience, impact on professional work, quality of the
relationship with the coach and suggestions for improvement to the initiative.

School District #64 Coaching Process
Among all participants, there were 130 sessions conducted over the course of 5
months. Coaching sessions ranged from 30 minutes to 90 minutes per session. In
addition to participants engaging in one-on-one coaching sessions, participants met
with the sponsor of the initiative (School District #64 Superintendent) in order to
review their coaching work. During these meetings, participants had the option of
having their individual coaches present. This occurred in 8 cases. The two coaches also
met with the sponsor of the initiative each month in order to review the overall
initiative.
Given that these educational leaders all work in the same school district, 2 cohort
meetings were conducted: one at the beginning of the initiative (Fall 2009) in order to
orient participants to the coaching process and one midway through the initiative. This
midway meeting took the form of a World Café3, which allowed participants to share
ideas, the impact of coaching, and future directions and needs for the remainder of the
coaching initiative (See Appendix A for outline of the discussion).

Educational Leadership Domains: Post Coaching
Participants were asked to reflect on the 15 leadership characteristics that they had
rated at the beginning of the coaching process.

2

Note that one of the 13 participants did not complete all the online questions.

3

A ‘World Café’ is a an intentional way to create a living network of conversation around questions that

matter. www.co-intelligence.org/P-worldcafe.html
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Early stages

How strong are you in the following areas?
(

Somewhat strong

indicates growth of group in skill area from pre to post coaching)

Strong
Building a school vision among stakeholders

Very strong

Commitment to continuous professional learning

Extremely strong

A creative thinker
A positive "can do' attitude
Good organizational skills

Leadership Area

A likeable personality

n/a

Strong track record that commands respect
Personal presence
Ability to tolerate ambiguity during times of change
Ability to create and sustain systemic change
Understanding dynamics of systemic change
Experience teaching at administrator school level

n/a

Empowers others to participate in school goals
Strong group facilitation skills
Strong interpersonal skills

0%

10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Percentage of Participants
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Reflecting
Reflecting on the Coaching Experience
75% of the participants participated in face-to-face coaching while 25% of coaching
sessions were conducted via a combination of face-to-face and phone coaching. When
asked what form of coaching is preferred, 75% of participants preferred face-to-face
coaching, 8.3% preferred phone coaching and 16.7% preferred a combination of the
two approaches.
Participants were asked to consider whether their expectations of the coaching process
were met. Prior to the coaching process, one participant noted having no expectations,
6 felt that it would be somewhat helpful and 7 thought that it would be very helpful.
After the coaching process, participants rated the process as follows:

Participants

Number of

Degree of Benefit from Coaching
10
5
0
Not met

Somewhat met

Fully met

Exceeded

Participants were also asked to rate the level of benefit that they derived from being
involved in the coaching process as well as specific benefits, impacts, learning and
actions derived from the coaching process.

Participants

Number of

Level of Perceived Benefit from Coaching
8
6
4
2
0
No benefit

A little benefit

Some benefit

Quite a bit of

A great deal of

benefit

benefit
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Coaching Benefit Domains
Experience of

Increased

support

confidence in skills

8%

25%

Enhanced clarity of
work priorities
13%

Self reflection
17%
Formulation of
goals and actions
21%

Increased
awareness of
communication

Pro D opportunity

8%

8%

Specific comments regarding benefits include:
Benefit

Comments

Increased

“I have gained increased skills and confidence to make tough decisions.”

confidence and

“It has increased my skills in dealing with a difficult colleague. It has been

skills to handle

someone to help coach with difficult conversations.”

difficult situations

“Finally, I realized the impact that doing the "important" work can have on
the whole system. My project has the potential to make an impact on the
entire district and every school in a much greater way than I would have
imagined. If I didn't have the coaching to boost my confidence, this may
not have happened.”
“It allowed me to practice, in advance, as to how I would handle difficult
situations--I could run things by my coach in advance and this helped me
feel more confident and competent.”
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Benefit

Comments

Increased

“It helped reflect on and put goals on paper.”

formulation of

“It was someone to be accountable to for finishing goals.”

goals and actions

“It helped me formulate action plans and a timeline to complete them.”
“It led to the completion of some specific actions to further the work of my
department and helped me set deadlines.”

Increased Self

“I have a desire to continue with some form of this focused reflection.”

Reflection

“My coach was able to help me to address issues in important areas of my
life- personal, professional and spiritual in a way that was both
illuminating and transformational.”
“Coaching allowed me to reflect on how I perform various aspects of my
job.”

Enhanced abilities

“It enabled me to let go of some perfectionist ideals.”

in prioritizing

“The greatest benefit has been that I have created/solidified some

work, delegating

boundaries in regards to work and life. It is always a struggle for me to

responsibilities

"stop" working, which always results in physical illness/exhaustion. The

and managing

coaching has helped me to realize (again) that I am of no use to anyone

time

when I am worn out so putting my health ahead of work is critical. My
coach helped me to find ways to delegate more, which has saved me a
considerable amount of work and time, but didn't add a tremendous
amount to anyone else.”
“I learned that I do have the time in my day to work on important inquiries
and projects rather than just dealing with the day to day crises - if I
prioritize and put the work I care about first.”

Experienced

“I had a sounding board, someone to ask questions in a non-threatening

support from a

way, and another point of view was expressed.”

non-colleague

“Having the opportunity to discuss work with someone with whom I do not
have an organizational relationship.”

Increased

“The coaching helped to reaffirm my belief in the importance of the

awareness of

relationships I have with my staff and school community. We came up with

communication

strategies to continue to strengthen these relationships.”
“It gave me some simple and practical ideas about day to day interactions
that are making a difference.”

Increased

“It gave me insights into areas for further Professional Development and

opportunity for

identification of actions related to this Professional Development.”

Professional

‘I learned a new language.”

Development

“I continued to hone my questioning skills.”
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Coaching Impact on Professional Development
Increased
engagement in

No change

Acquisition of new

professional

13%

skills
27%

development
20%

Increased focus on
topics of interest

Increased

20%

reflection
20%

Specific comments regarding impact on Professional Development include:
Impact on Professional

Comments

Development
Acquisition of new tools

“I learned several big concepts, as well as other simple tools and

and skills

strategies to make things a bit easier. My facilitation skills have
improved as I learned different strategies for promoting discussion
amongst my staff.”
“I have learned how to handle difficult people and how to make
meetings more efficient.”
“It gave me an understanding of a new tool for Professional
Development - modelled good 'coaching' practice.”
“It forced me to do some work on questioning techniques.

Increased reflection

“It helped me become more sophisticated in my reflection.”
“It allowed me to reflect on areas that needed work.”
“Professional Development is about being reflective and honest.”
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Impact on Professional

Comments

Development
Increased focus on

“It reaffirmed much of what I believe in and helped me to refocus on

topics of interest

important issues that are important to me, the school and the
District.”
“It made me look deeper into a topic that I have been mulling over
for a while now.”
“I did some research on my topic and gathered some data from our
school and I was able to find areas that needed work.”

Increased engagement

“It gave me additional ideas as to where I'd like to head in the future

in ‘Professional

with my professional growth. There are more areas I'd like to tap into

Development’

and explore now that I've reflected to a greater degree on my
professional practice.”

Not yet/Not as much

“It hasn't yet.”
“Not much as I've always put a lot of time and effort in this area.”

Aspect of Coaching that Made Biggest Difference
Learned to set
Changed

boundaries

Having supportive

perception of self

8%

person available to
discuss issues

8%

42%

Enhanced my
communication
skills
25%

Affirmed my work
efforts
17%
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Specific comments regarding the biggest differences as a result of coaching include:
Biggest Difference

Comments

Having a supportive and

“Having the opportunity to discuss the organization for

engaged person available to

which I work and thinking strategically.”

discuss issues

“Having someone who checks in with me on an ongoing
basis that makes me take time out in my busy day and
keeps the nature of our conversations confidential.”
“Having a neutral and supportive person to talk to. It
provided me support in what can be an isolated position.”
“Opening up channels for meaningful feedback and having
this feedback to inform my work.”
“Making the time to reflect on and share issues.”

Affirmed my work efforts

“The positive reinforcement from the coach that I was doing
a good job.”
“It was so nice to talk out many of the issues that arise with
my coach. Somehow, it helped me to feel more confident in
my decision-making and it was so affirming!”

Enhanced communication skills

“Become a better (more active) listener.”
“Learned how to communicate effectively in many
significant areas of my life.”
“Remember more to articulate the obvious.”

Changed self-perception

“Has shifted my view of myself in my position, and the
freedom that I now feel in plotting my professional course
from this point forward.”

Improved boundary setting

“Learned to set better boundaries.”
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Aspects of Coaching Applied to Work
Increased
inclusiveness with
staff

Relational Skills

Coaching style

6%

questions/inquiries
34%

6%
Goal Focus
6%

Taking time for
self/boundaries
19%
Coaching strategies
31%

Specific comments regarding aspects of coaching that have been applied to the work
environment include:
Application to Work

Comments

Coaching-style

“I now ask myself coaching-style questions. It helps me check my own

questions/inquiries

thinking.”
“I was able to take some of the questions and discussions that were
posed to me and share them with the staff. This allowed the staff
members to do their own self-reflection.”
“Applying some of the reflective questioning / probing techniques
modeled by the coach.”
“I learned that I can and should spend time working on inquiries that I
have that impact students and achievement in our district, even if it
seems "beyond" the scope of the usual work done by principals. I
found the learning throughout this process very interesting and
helpful, and it relates directly to my role as a principal.”
“Opened up channels for meaningful feedback and having this
feedback to inform my work.”
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Application to Work
Coaching strategies

Comments
“Using a coaching process has been just as important to me as it was
to address specific issues through coaching.”
“Continuing to employ strategies used in an ongoing way.”
“I have learned how to better coach others.”
“Change management, strategic thinking.”
“It provided an opportunity to apply the theoretical learning from
other Professional Development experiences to the work that I do.
There is a great deal of power in this application of knowledge.”

Taking time for

“More able to give myself time and limit the demands made on me by

oneself/ Setting

others.”

boundaries

“Relax, reflect, take more time for myself. This will help me better
meet the needs of others.”
“All of it has been applied directly to my work, including how to
implement stronger boundaries.”

Goal Focus

‘Keeping the focus on the goal.”
“Continuation of goals that are in process.”

Relational skills

“Reflective listening, empathy, encouragement, support”

Including staff in

“Increased how inclusive I've become in engaging the staff in

decision-making

appropriate ways when important decisions have to be made.”
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Increased

Specific Actions as a Result of Coaching

accountability
10%

Solicited input from

Personal

others

Development

29%

9%
Management and
organizational skills
9%

Identification of areas
Enhanced

for professional
growth

communication
29%

14%

Specific comments regarding actions that have been taken as a result of coaching
include:
Specific Actions

Comments

Solicited input from others

“Worked with staff to explore and share their philosophy of

(staff, parents, friends,

education and then to come up with a common understanding of

family, colleagues) and

what we are trying to accomplish at school with the kids.”

working with it.

“Developed statements of values, beliefs, and principles; shared and
processed them with colleagues and benefited from their input.”
“I made up a feedback form and set up conferences with staff
members.”
“I used many of the ideas that came up in coaching in staff
meetings and meetings with parents.”
“Soliciting feedback from colleagues, friends, and family on a more
regular and natural basis.”
“Completion of a survey.”
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Specific Actions

Comments

Enhanced communication:

“Building better communication skills.”

meetings and information

“Improved communication system.”
“Started a process to develop some key communication documents
for sharing more widely.”
“The use of provocative questions to help move things from
stalemate (or even just complacency) toward action.”
“Developed a system of regular scheduled meetings.”
“Very specific process changes to do with planning for meetings.”

Identified areas for

“Identifying areas for long term focus.”

professional growth

“Following up with areas of interest for own Professional
Development.”
“I presented my project findings to the other principals in the
district and started a conversation about restructuring special
education as it is delivered in the district...this will be part of the
principal's agenda at our next meeting.”

Management

“Researched change management models and am trying them out.”

models/organization skills

“Organization skills - especially electronic information.”

Personal Development

“Lots along the way but the final commitment to keep a journal was
the biggest for me.”
“More positive mindset.”

Increased Accountability

“I think I hold people more accountable for their actions now than I
did before...I previously had a tendency to try to manage the
situation alone.”
“I handled concerns about a difficult colleague by confronting the
problem head on and offering support and mentoring for
improvement. I also laid out the consequences of not following
through on the support offered.”

The Time Factor
Prior to the beginning of the coaching process, 52% had concerns about finding the
time to participate in coaching. At the conclusion of the coaching, participants were
asked to reflect on the issue of finding time for coaching. 16.2% indicated that finding
time was an issue, 50% indicated that finding time was ‘somewhat’ an issue and 33.3%
indicated that finding time was not an issue for them.
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Reflecting on the Experience with the Coach

Relationship Quality with Coach
Participants worked with one of two coaches during the initiative. They were asked to
rate the perceived quality of the relationship with their coach. In addition, participants
were invited to make comments to highlight their perceived relationship quality.

Number of Participants

Perceived Relationship Quality with Coach
8
6
4
2
0
Poor

Okay

Good

Very Good

Excellent

“[Coach] was open, direct and used humour to keep sessions focused and
comfortable.”
“[Coach] was warm and supportive but able to challenge me when necessary.”
[Coach] and I connected very well. I appreciated her background in education, which
helped with the context of our coaching sessions. I also really appreciated how strong
of a personality she has - is able to stick to what she believes - but also has a very
respectful way of stating what needs to be said. I often used her "wording" as a
framework or model for when I had to have difficult conversations. She was also very
flexible and responsive to what was important for me at the time of our sessions.”
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Coach’s Responsiveness
Participants were asked to rate their coach’s ability to adapt to their changing needs
that emerged throughout the initiative. Comments regarding adaptation to needs are
provided below.

Number of Participants

Coach's Ability to Adapt to Changing Needs
10
8
6
4
2
0
Poor

Okay

Good

Very Good

Excellent

“A great balance of finishing what we had started while allowing for the addition of

pertinent new directions or items to consider.”
“I believe her questioning / probing created the need for the changes and adaptations
that came about.”
[Coach] stayed curious throughout, always asked thought-provoking questions and
was a lot of fun to spend time with.”
“[Coach] was extremely adaptable and flexible.”
“Sometimes we would veer far from the "agenda" but this was in response to my needs
at the time.”
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Coach’s Guidance
Participants were asked to rate the coach’s guidance as it pertained to three areas:
leadership, professional matters and personal matters.

Number of Participants

Guidance of Coach
10
8
6
Leadership

4
2

Professional

0

Personal
Poor

Okay

Good

Very Good

Excellent

Rating of Guidance

“It was not guidance really that the coach provided - it was more about sharing tools that
allowed me to better guide myself.”
“I think it was interesting having a coach from outside of our own profession - so 'leadership'
was from a more generic perspective and her natural need to understand guided some of the
questioning, probing.”

Overall Coach Effectiveness

Number of Participants

Overall Perceived Effectiveness of Coach
8
6
4
2
0
Poor

Okay

Good

Very Good
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Excellent

Reflecting on the Coaching Tools
Participants had options of using 2 main tools designed to provide structure to the
coaching process: a goal setting template and a coaching agenda. Participants were
asked to rate the usefulness of these tools and provide comments about their
experience using these 2 tools.

Number of Participants

Rating of Coaching Tools
12
10
8
6
4

Goal setting Template

2

Coaching Agenda

0
Did not use it

Somewhat

Quite useful

Very useful

useful
Rating

Comments about the Goal Setting Template
“I ended up modifying it slightly, but it was a great starting point and did provide a model for
sorting my thoughts.”
“I didn't like the format and tried to change it. In the end, I used it a bit at the beginning to set
goals but progressed without referring back to it much.”
“It was useful as a document to spark thought and get me going on the process. I only used it
at the beginning.”
“Because of time constraints, I didn't use it regularly, but the template itself was effective.”
“I thought talking it out with my coach was actually more helpful, because I ended up choosing
different goals based on her questions to me and her urging me to take on something close to
my heart.”
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Comments about the Coaching Agenda
“The agenda was a good starting point and advanced organizer, but we strayed from it often
and that worked well.”
“When I had time to fill it out beforehand, it was good to reflect on the different points.”
“It was useful when I took the time to use it. However, I often left it until the last minute.”
“I completed a draft of the agenda and discussed this with my coach. However, my plan evolved
throughout the session. In future coaching experiences I might be more likely to use the
agenda to a greater degree.”
“I found it difficult to complete all sections every week. The reflection questions were good to
show me what I had accomplished since the last session (to see progress!!) The best question
was, ‘What do you want the focus of this session to be?’

Structure of Coaching
Participants were asked a series of questions about the structure of coaching that they
would recommend for the future based on their experience of having participated in
the current initiative. Participants varied a great deal in what they perceived to be the
best structure for them.
Ideal
Ideal Number of Sessions
 5-6 sessions (2 participants)
 10-12 sessions (5 participants)
 15-16 sessions (3 participants)
 20 sessions (1 participant)
Ideal Frequency of Sessions
 Once a month (4 participants)
 Every 3 weeks (1participant)
 Twice a month (7 participants)
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Note that two participants felt that starting with twice a month would be ideal and
after a solid relationship with the coach had been established, sessions could be
reduced to once a month.
Ideal Start Time for Coaching
 May/June (2 participants)
 August (2 participants)
 September (3 participants)
 Mid - October (4 participants)
 November (1 participant)
 January (1 participant)
Ideal Time for Cohort Meeting
 Beginning of coaching process (1participant)
 Middle of coaching process (5 participant)
 End of coaching process (2 participant)
 Beginning, middle and end of coaching process (1 participant)
 Beginning and end of coaching process(1 participant)
 Middle and end of coaching process (2 participant)

Suggestions to Improve Coaching
10 participants offered suggestions that they felt would improve the overall coaching
initiative.
 Longer and more inin-depth first coaching meeting (1 participant)
 Having smaller group meetings rather than a larger cohort meeting (2
participants)
“Voluntary times scheduled for those involved to check in with each other about
their experiences.”

 Inclusion of increased live coaching (1participant)
“I think the initiative could be improved if clients were able to engage in live
coaching more often so that we could see one another interact with our coaches
in context.”
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 Mentoring educational leaders in coaching techniques
techniques (1 participant)

“The only thing I'd add is perhaps some reflective time where the coach points
out what she is doing as a coach to increase metacognitive awareness - this will
also enable the principal to learn coaching skills that they can one day pass on.”

 Greater flexibility in number, start time and/or frequency of sessions (5
participants)
“Every two weeks to begin with and then once a month.”
“I think that it would have been helpful to start in August before the rush of
September. Meeting less frequently over the whole year would have been more
effective.”
“To start later in the year, to have the coaching sessions on our admin day.”
“The coaching time on the Tuesday was very difficult as I had to teach whereas if
it was on a Thursday I would have been better prepared and in a less stressed
frame of mind.”

Rating
Rating of the Coaching Initiative

Number of Participants

Overall Rating of the Coaching Initiative
8
6
4
2
0
Poor

Okay

Good

Very Good

Excellent

Rating

All participants agreed that they would recommend coaching to others based on their
experience.
“I think that coaching is an excellent way to develop professionally.”
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Final Comments
“The coaching initiative went
“A great experience - I've certainly made
changes because of it.”

beyond my expectations for the
following reasons...

“I appreciated the opportunity to be involved

1. I was amazed at the depth at

in the Coaching Project. I benefited from being

which people were willing to

a participant and think others indirectly

work in such a new initiative.

benefited from my participation as well!”

2. The clients were more open

“Thanks to SD#64 for their support of this

than I thought they might be at

progressive and meaningful leadership

first, contributing to a culture of

initiative. I am excited to anticipate the future

overt change.

effects of this coaching experience.”

3. Clients made personal shifts.

“These processes are vitally important when

4. Much of what they worked on

people are in positions where their actions

had to do with plugging into a

and responses have such significance to

bigger, district-wide picture; not

others.”

just their own school or setting.

“Thank you for the time and opportunity!”

I was “100% impressed with the
quality of what people chose to

“Thank you so much for the help and for this
experience. It definitely exceeded my
expectations and helped me to be much more
effective as a leader. I hope that this initiative
can continue.”

work on.”
5. Sometimes I would hear
about something from a teacher
that told me the clients must be
sharing their coaching goals
with their staff.”
-

Jeff Hopkins, Superintendent
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SUMMARY OF FINDINGS

This coaching initiative carried out in School District #64 strongly demonstrated the
strengths that coaching can bring to the realm of educational leadership. Participants
all agreed that coaching resulted in substantial benefits, including impacts on and
direct actions in their professional work. From pre to post coaching, gains were seen in
12 key areas of educational leadership skills.
Participants in this coaching initiative all indicated that coaching fully met or exceeded
their expectations. They reported gaining new skills and feeling energized with regard
to pursuing Professional Development areas of interest. They noted growth in domains
such as: increased confidence in skills, enhanced ability to formulate goals and
implement goals into actions, improved ability to clarify work priorities and a
strengthening of self-reflective capacities.
From their experiences with their coaches, participants reported that they were able to
apply much of their learning to the school environment. For example, they began using
coaching questioning and strategies in order to be both more reflective and create a
more inclusive environment among staff. This inclusion of staff allowed some
participants to re-evaluate their own work priorities in order to share selected
responsibilities with other school personnel.
Two of the areas that participants felt made the biggest difference in their professional
life were having someone supportive to talk to about work efforts and the opportunity
to work on communication skills. Interestingly, the post coaching rating of the
interpersonal skills did not increase from the pre-coaching rating despite participants
reporting increased opportunities to work on communication skills. This finding may
be as a result of greater self-awareness and learning that occurred during the coaching
process in relation to self-assessed communication skills. After focusing on aspects of
communication through the coaching relationship, participants may have been more
realistic in their self-assessment. It may be possible that participants overestimated
their level of interpersonal skills at the beginning of the coaching process and then
through engaging with a coach and applying many new skills and strategies, the
domain of communication skills was seen as much more complex. Participants
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reported a tremendous focus on both engaging others and becoming clearer in their
own communication throughout this initiative. This aspect of communication emerged
as a primary focus for many and in which much success was reported among
participants.
Such positive outcomes to a coaching initiative must take into account the perceived
competence of the coaches and the quality of the relationship between the coach and
client. In this initiative, the two coaches were rated as highly competent, adaptive,
strong leaders who offered support while at the same time invited participants to
challenge themselves in diverse areas. The two coaches were rated as highly effective
in their role as coaches and participants felt that their relationships with the coaches
were very strong.
From the suggestions offered by participants, it is clear that coaching is a highly
individual experience. Each person has very different needs that stem from numerous
factors, both professional and personal. Future coaching initiatives may be
strengthened by examining ways to offer some flexibility to participants in terms of
number of sessions, timing, and duration.

Conclusions
Through the positive feedback from the participants, it is clear that coaching can have
tremendous impact on both professional and personal lives; two interconnected
realms. From the opportunity to learn new skills that can be applied in the professional
setting to the chance to feel affirmed in ones’ efforts, coaching empowered individuals
to strive for ways to promote positive change. In turn, this positive intention for
change translated into actions taken by educational leaders in schools and in the
district that were ultimately aimed at improving the education of our children.
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Recommendations
The following recommendations are suggested as result of the survey results and
feedback from the District and coaches.
1. Continue to offer the opportunity for educational leaders to engage in
coaching. The benefits of coaching in this School District, in which
educational leaders are somewhat isolated from one another, have been
significant. This structured process has enabled these leaders, despite time
constraints, to grow in their respective roles.

2. Consider allowing for greater flexibility among educational leaders as to
frequency, timing and duration of coaching. It was clear from this evaluation
that coaching is a highly individualized process, one that is collaboratively
and continually refined within the relationship between the coach and the
client.

3. Continue to monitor gains and successes within School District #64 as a
result of coaching. This monitoring may lead to insights as to optimal
coaching levels that are needed to sustain continued movement toward
growth and change over time.

4. Offer educational leaders the opportunity to further learn coaching skills that
they can, in turn, apply with their staff.

5. Ensure the sponsor (Superintendent) receives coaching before a District
initiative is undertaken. It is essential that the sponsor has experience being
coached.
6. Consider the value of the sponsor being part of each client’s goal creation.
This may not necessarily take place at the beginning of a client’s coaching
sessions, but could be scheduled at a pre-determined time point in the
initiative. The meeting can be a 3-way meeting with coach, client and
sponsor.
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7. Manage attendance data (who is attending sessions, etc.) through an
organization’s Human Resource person.
8. Promote, whenever possible, that engaging in coaching is voluntary. Note
that if clients volunteer to participate, it will contribute to fewer ‘no shows’.
9. Consider an ‘ongoing’ entry intake process for people who ‘hear’ about the
initiative and would like to participate at a given point in the year.
10. Hold scheduled meetings with coach(es) and sponsor. Have agenda items
be created both by the coach and the sponsor The value of these meetings is
to:
a. Make sure project goals are integrated within other contexts;
b. Sustain drive and excitement;
c. Report on successes;
d. Give sponsor information if clusters of common themes emerge.
11. For each initiative, determine the value of having clients contribute
financially (e.g., through Pro D funds, etc) and whether this would enhance
commitment.
12. Ensure that all necessary logistical aspects (e.g., required level of
commitment from participants, length of the initiative, role of the school
board etc.) of a proposed coaching initiative have been decided upon and
clearly articulated prior to the beginning of the process.
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Appendix A: Summary of Coaching Cohort Meeting

Leadership Coaching Initiative
Cohort Meeting – World Café Report
November 19 2009
(approximately the midmid-point of the project)

Intent
Help SD#64 leaders sustain what they care about and want to maintain after the
Coaching Initiative.

Purpose
1. Individuals to share their experiences, values, challenges and learning.
2. Support the creation of a coaching culture through the leaders of SD#64.
3. Provide the opportunity to continue to build team cohesion and spirit.

Participants
•

13 of 14 coaching cohort participants

•

Two principals not participating in coaching

Group WarmWarm-up Activity
Complete the phase: Scuba Diving is like coaching because…
•

There are moments in life and at work when you need to go deep, have help
breathing and then return to the surface.

•

I’ve never done it before and I am/was open to a new exciting adventure.

•

You enter into a new experience all about you.

•

You get to explore & see all sorts of wonderful “sights” (and barriers), but you
have a guide.
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•

A coach guides you in exploring the depths and shows you the way back up to
the surface.

•

You need to keep breathing!

•

It is scary before you start, but it is a great experience when you are
comfortable.

•

With assistance, a person can go places that s/he would not otherwise be able
to go.

•

You need to be aware of yourself and surroundings in order to make the most of
it.

•

Sometimes I feel like I’m holding my breath/needing air and my coach comes
along & provides me with the air supply – to bring me back to regular breathing.

•

It shouldn’t be done alone – there is a whole new world to explore – the coach
keeps it safe but points out risky, exciting spots, too!

•

You have to ‘think tank’.

•

My coach is like my weight belt and keeps me grounded. But, I have control
over my buoyancy compensator that allows me to float to the surface when I feel
like it!

•

You need to dive with a buddy who keeps you on track, stops you from drifting
off, checks your breathing, etc

World Café Format
Question 1: What are the significant impacts for you and your school that are
emerging from this coaching initiative?
Popcorn responses (out loud to full group after table discussion):
•

Common themes: little <in our work> about us vs. every stakeholder, this
has provided time to delve in what’s important for us!

•

We usually let other things consume us <coaching gave focus, continuity,
etc.>

•

Communication in the big sense – positive communication, part of process,
richer conversations, a two-way thing
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•

Confidence in different situations and people skills in communication,
facilitated setting priorities, developing processes for using in school,
receiving feedback from staff and students

•

Helps overcoming isolation

•

Gives time for self (vs. others’ needs) & skill

•

Bridges sense of isolation

•

Focus on our strengths & areas needing improvement.

Responses to a spontaneous question: What’s happening that would not have if you
were not coached?
•

Timelines & accountability

•

Permission to do what’s important to me

•

Helping with process – things were implemented

•

Evolution of goals went deeper – reflect, refine and improve

Question 2: How can these experiences be applied more broadly?
Group Responses:
•

Apply learned principles to other roles/situations:
o

Staff

o

Students

o

Meetings

o

Eg: questioning processes

•

Remember the value of time for self

•

Encourage others to be coached

•

Apply learned principles to other roles/situations

•

Transfer what we’ve learned to the rest of our lives outside SD#64

•

Continue the coaching conversation and what it will look like after Jan

•

Expand coaching from the individual to the group

•

Extend the process in a formal way in schools where there is a team

•

Share process with staff

•

PVP’s to act as coaches to each other

•

Personal wellness schools
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•

What I have learned so far in terms of basic leadership competencies could be
applied to other professions, schools, etc.

•

Inviting feedback (graphic - an infinity loop)

•

Involving the staff in the process as a learning experience

Individual Responses:
•

Model the coaching experience with staff

•

Invite staff to do coaching

•

Coach/mentor other leaders

•

The process and questions being asked by the coach could be shared with staff
members so they may personally ‘apply’ or reflect as well

•

Feedback ripple effect – soliciting feedback creates view among group – sees
feedback as natural, neutral process

•

Focus on improving

•

Modeling learning – growing process

•

Involving people outside of our wider environment in feedback process and in
discussions related to coaching experience

•

Involving staff in the coaching goals or initiative by sharing the process

•

Encourage staff in process

•

Sustaining coaching behaviours between the PVP’s so we act as coaches for each
other

•

Using questioning and reflection at all times

•

Share process at staff meetings

•

Connect and extend what I’m learning about myself to all areas of interaction
with human beings

•

Extend process to include teachers and best practice

•

Continue a formalized coaching process with GAT (GISS Admin.)

•

Encourage teachers to do it

•

Use coaching process in our admin. meetings

•

How can we bring ‘coaching’ to kids/individual needs

•

Question assumptions

•

Clarify before responding

•

Remember to breathe
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•

Take time for yourself

•

Connect with others

•

Moving staff into a coaching/mentor role

•

Our admin group taking time to continue the coaching partnership

•

Personal wellness time for self

•

Reflect

•

Share coaching goals with my staff

•

Continue to be part of the conversation with the PVP group as to how we will
continue/improve supporting one another

•

Ask for feedback/advice rather than working in isolation
o

Build trust

o

Model

o

Work on communication, etc

•

Transfer what we’ve experienced to future opportunities for ‘lay counseling’

•

Have coaches teach us some techniques to use with one another

•

Can we combine some continued formal coaching with parallel group process?

•

Let us continue after January deadline (extend this series of sessions)

•

They could be transferred to other things we do outside SD#64

•

Community activities

•

Personal relationships

•

We could expand the experience from individual to group coaching.

•

How does the GIPVPA benefit from group coaching?

Final Round: Floor opened for additional thoughts:
•

Confidence

•

Competency

•

Need to build trust

•

Confidential

•

Can we push, challenge each other? Do we have time?

•

Competencies – involve more discussion

•

How to sustain? Circle coach?

•

Appreciate today – surprised that we have so much in common

•

Challenge to coach, mentor, reflect
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•

Those working in isolation – we need to help you!

•

How can we do it? Check in? How to make it happen?

•

We are small enough, cohesive enough – we can personalize it, relationships
– not perpetuate behaviours

•

Break out time at PVP meetings?

•

We need a structure/matrix – for us by us so we are comfortable

•

Will not be easy, but important

Note: There was a flow from naming benefits to beginnings of “how to sustain”
within the Principals-Vice Principals group. One immediate outcome was that the
Professional Development Committee met for several minutes at the end of the
World Café and plans to include ‘coaching’ as a topic during their December 2nd to
3rd Professional Development retreat

Evaluation Results
Question

Low 1

2

3

4

4.5

High 5

1. How did you like the World Café format?

-

-

3

4

1

7

2. How meaningful were the conversations?

-

-

3

9

1

2

3. How organized was the afternoon?

-

-

-

3

-

12

4. How effective was the facilitation?

-

-

1

6

-

8

n = 15

5. What do you want Debbie and Lizzy (facilitators) to know?
•

I look forward to my sessions and can feel a difference in my work.

•

I learned a lot.

•

I’ve been getting more out of my individual coaching sessions than I originally
anticipated. I appreciated sharing with my colleagues regarding both common
& individual experiences.

•

Having the ability to see the similarities between our goals and challenges +
also desires for the future as a group was very important.

•

How important it would be to continue this.
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•

Participating in this afternoon was another learning experience, learning about
the World Café process. Thank you.

•

Thanks!

•

It was great to be able to sit down and find common themes and ‘issues’
happening at all the schools.

•

Nice team – powerful impact.

•

This has been of value to me.

•

It’s been a very helpful & effective process.

•

This was a rare opportunity – very valuable in the opportunities to share our
experiences.

•

How important it would be to continue this.

•

Like having 2 “outsiders” providing service. Great questions! (esp. #2)

•

Continue to work with this field of professionals – very rewarding for all
involved.

6. What do you want the Superintendent to know?
•

I appreciate this opportunity

•

This experience has been meaningful.

•

That we need to continue these types of conversations.

•

I’d like to continue the PVP/district leadership coaching if we can – it is very
valuable!

•

I appreciate the opportunity to be in a coaching relationship.

•

Thank you for leading the way.

•

Thank you & let’s all work together to continue the conversation.

•

It is important to be able to take time to have these conversations.

•

Thanks for modeling & encouraging, expanding to others, taking forward to the
next steps.

•

Thank you for bringing this opportunity to me.

•

Thanks for the opportunity!

•

Opportunity is/was very much appreciated.

•

How important it would be to continue this.

•

This was worth doing.
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7. What do you want the Trustees to know?
•

This is worth the money. Should be annual.

•

I have appreciated this meaningful opportunity.

•

This is a good way to develop professionally.

•

It is important to be able to take time to have these conversations.

•

Well worth the cost. The district (students/staff) will benefit.

•

Thanks for supporting our professional growth.

•

Money well spent! Will result in positive changes & initiatives in the district (esp.
for kids & families)

•

Money incredibly well spent! Opportunity has been rare and valuable. It is/was
very much appreciated.

•

How important it would be to continue this.

•

Great opportunity. I would recommend it to anyone who has an impact on
others.

•

That there were 14 leaders who each had 10 coaching sessions + 1 cohort
meeting.

•

How this is impacting their schools through their leaders.

•

Final Comments: (please use the back)

•

Thank you

•

Thanks for supporting our professional growth

•

Smiley face

•

I wondered, as we moved tables after the first question, if it would have been
better to ask a different question. To my surprise, the same question discussed
by different people raised mostly different, rather than similar, points.

•

Must keep this on the table!

Other
Other Information Collected (Table Cloths)
Note: Recorded below are only ideas not captured elsewhere. They are not organized
thematically.
•

What next? Does it finish? Will we forget?

•

Plans for the future…?
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•

Support for each other…commitment?

•

Trust...essential!

•

Actions and priorities have become more deliberate (also graphically shown with
arrows)

•

o

Worry – becomes focus (Don’t worry! Act on it; improve it!)

o

Feedback

o

Ripple effect

Coaching: figure out what staff need and support them, staff then pass on to
improve students

•

Models for balance and aspiration

•

How to get ‘buy in’ becomes “that’s my job!”

•

Overcome isolation
o

So little in our lives is about us

o

Bridge the gap

o

Confidence-building

•

Pushes us out of our comfort zone

•

Fast track solutions

•

Extend process in formal way

•

Exhaustion, mentally taxing

•

of feedback

•

Be brave (lion’s face)

•

I’ve never done this before!

•

It’s about me! (smiley face)

•

Someone to talk to – knowledgeable person, neutral person

•

Bring from coaching to staff:
o

Promoting empathy

o

Involve staff

o

PVPs – be aware of what we’re working on and “call” each other on stuff
(partnering)

o

Train ourselves not to answer a question right away, but work on
clarifying, checking assumptions, going deeper…

•

For getting feedback from staff:
o

Develop process (a way to overcome isolation)
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•

o

Confidence building ( esp. when dealing with difficult situations)

o

Skill/competency building

o

Communication/setting priorities

Web (Question #1): Communication – a theme
o

Opportunity to have a sounding board as a prelude to deeper discussion
(clarity the goal)

o

School:


Shared experiences with staff and made this part of process,
therefore improvement in positive communication



More educationally focused in practice: efficient staff meetings –
viewing the big picture



Went from focus to action



Things are showing as more deliberate – clarify focus (arrow to
‘clarity the goal’ above)

•

o

Need clarity in order for everyone to share same picture

o

Creating positive relationships – strategic


With parents



With teachers

Two graphics:
o

1 stick figure with sad face>>arrow>> 3 stick figures – hands touching
with happy faces

o

Loops spiraling to the right with arrows – underneath is Feedback with a
line, both ends have arrows point inwards

•

Planting seeds for future coaching with staff

•

Apply and use coaching process to make meetings together more effective (eg –
questioning and responding with questions and clarification)

•

•

Impacts for others:
o

improvements in communication

o

more follow-up

o

rapport with challenging individuals improving

o

bust open assumptions

Impacts for ourselves:
o

Sounding board – unbiased, confidential
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o

Tough/difficult conversations

o

Helping put plans into place in the immediate rather than being allowed
to procrastinate

•

o

Communication – clearing the air

o

Reflection /

o

Venting – both big and small schools

o

Helps put the important things first (gives permission for this)

Continuing coaching – external person works best (peer to peer maybe not so
effective)

•

Application to our other roles

•

Interesting…time for self, but still related to job
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