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Agenda

 Welcome and Opening (20 minutes)
e Collecting and Using Coaching Data (35 minutes)
e Action Steps and Closing (5 minutes)
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Challenges Implementing Coaching

1. Coaching is not defined.

— How can we measure what isn’t defined?

2. Coaches are not prepared or supported with
professional learning (PL) opportunities.

— How can we expect coaching to be effective?

3. Coached data are not collected or used.
— How will we understand the impact of coaching?
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Challenge 1: Define Coaching

EFFECTIVE PRACTICES FOR COACHES

Effective Coaching Practices in a Three-Step Process
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Causal Evidence
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Kraft, M_A.. Blazar, D)., Hogan®, D). (2018). The effect of teaching coaching on instruction and
achievement: A meta-analysis of the causal evidence. Review of Educational Research, 88(4),
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Correspondence regarding the article can be scnd to Matthew Kraft at misafi/abrown.cdu. We thank Robin Jacob,
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research and the many authors who responded 10 our queries. Adam Merier provided excellent research assistance.
All mistakes all our own.
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Texas Education Agency (TEA) Definition

w—

Preobservation
Meeting

Observation/
Modeling
Session

Performance
Feedback
Meeting

Coaching cycles follow the initial training the educator participated in.
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New Hampshire

P NH Coaching Framework

NH’s coaching framework bridges the theory to practice gap. The framework is
focused on improving the practices of teachers, administrators,

Alliance-Building paraprofessionals, and related service providers to improve outcomes for
students, families, and educational systems. Embedded within the framework are
the four effective coaching practices (Alliance-building, Observation, Modeling and

Feedback Modeling Feedback) that have the strongest evidence for improving implementation of
practices and processes in school systems. Coaches will use the Coaching
Framework to deliver ongoing support across a range of evidence-based
improvement initiatives at the classroom, school, and district levels.

//Source: Pierce, 2015, p.27
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Hawali’i

What is Coaching?

Who are
Coaches?

Early Childhood Teachers, K-3
Teachers, Education Assistants

What will
Coaches Do?

Improved fidelity of implementation
of language and literacy instruction
for students with |1EPs, leading to
improved language and literacy
outcomes for this student
population.

What is the
Expected Time
Required for One
Coaching Cycle?

. What are the

" e s oocones. 4 benefits of

increased collegial relationships. clla(:hlllg?

For more information, please consult: Eﬂev:tweﬂuﬂng mproving Teacher Practice and Qutcomes for All Learners

B g

G

wested,

Speech and Language Pathologists,
Complex Area Language and
Literacy Coaches

Who Do
Coaches
Support?

Coaches will chserve, model, provide
performance feedback, and use
alliance-building strategies in ongoing
cycles consisting of pre-meetings,

classroom observations, and post-
meeting collaborative discussions

What are the
Expected
Outcomes of
Coaching?
e o

minutes to prepare for pre/post
meetings (90 minutes total).
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Challenge 2: Provide Ongoing PL in
Coaching

* Training to improve coach knowledge
* Ongoing support to improve coach skills
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Training on Effective Coaching Practices

e Step-by-step coaching protocols that emphasize
coaching practices

* Procedures for difficult coaching practices

— E.g., developing and delivering high-quality performance
feedback
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Ongoing Support to Improve Coaching
Skills

* |nteractive with practice opportunities
e Sustained
e Collaborative

* Focused on celebrating successes, identifying
challenges, and collectively solving coaching
iImplementation issues

e Action-oriented
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Challenge 3: Collect and Use Coaching
Data

* Introduce yourself to your table partners, if
necessary.

* Discuss the prompts on the next slide.
* Respond to the poll.
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Table Partners and Poll

* What coaching data are collected?
 How are data collected (e.g., surveys/logs)?
* How are data used?

* Poll: What is working well and what could be
improved?

PollEv.com/jenniferpier451
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Collecting and
Using Coaching

Data




In This Section

e What data to collect

* Strategies for collecting data based on lessons
learned from SEAs

e How to use the data
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What Coaching Data Should We
Collect?

* Based on the definition of coaching

* Based on the questions we want to answer

— What is the fidelity of coaching?
— What is the impact of coaching on teaching?

The National Center for Systemic Improvement | 17



Example

EFFECTIVE PRACTICES FOR COACHES

—&—

Effective Coaching Practices in a Three-Step Process

4 N\ W
Pre-Observation Observation Post-Observation
) . in the classroom
. Alllancg-bUIIdlng or using video + Alliance-building
Strategles Strategies
° « Performance
feedback
Alliance-Building
Strategies
©
\. ~_ U ) L2 y,

Source: Adapted from Pierce, 2015, p. 27.

\_/

https://ncsi-library.wested.org/resources/206
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How Do We Collect Coach Data?

* Goal: Rely on rich data sources to gain a nuanced
understanding about coaching and its impact.

e Consider lessons learned from SEAs.
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Simpler
data
collection
method

Strong Buy-In

A
Complicated
data
D collection
method
Y

Existing Infrastructure Low Buy-In
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Strong Buy-In

I

Coach log

« Alliance
Assessment

Focus Groups

Complicated

Simpler
P data

data « Audio/video

collection self-analysis
method

collection
method

* Direct
observation

v

Existing Infrastructure Low Buy-In
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Strategv Who __|What ___________|Enriching the Data

Coach Coaching practices Specific practices within each
Teacher step of the cycle; triangulate log
data with teacher data
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Log

Coaching Fidelity Survey

What did you do?

Explained why coaching occurred in cerfain way, if asked

Teacher Code Set teaching goal(s)

Set student goal(s)

() Observed
Date (J Modelled if teacher did not correctly implement practice
[ Provided Performance Feedback
mm-dd-yyyy = (] Summarized teacher comments
Date () Asked open ended questions
Coach Code (J Responded to feacher questions aboutf feaching
() Provided resources fo feacher
E.g. COI (O Maintained agreed upon fime commitments
O
O
O
O

Other

Step of Coaching Cycle(select from drop-down men
Duration of Event

l Step 1: Pre-Meeting V|

e.g., 2.

E.g., 30 minutes, 5 minutes

Comments (optional)

https://www.jotform.com/build/22307530536314 7#preview
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Insights

* |n-class event logs: Coaches were not modeling.

* Debrief logs: Goals focused on improving teacher
use of behavior-specific praise (BSP).

 Teacher data: Teachers consistently showed low
fidelity of BSP.

Does increasing modeling increase
teacher use of BSP?
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Actions

* Coaches will practice modeling BSP during cadre
sessions

* Coaches will increase modeling during in-class
events.

* SEA will continue to triangulate data.

 SEA will intervene with coaches again if teachers’
use of BSP remains low.
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Strategv Who __|What ___________|Enriching the Data

Coach Coaching practices Specific practices within each
Teacher step of the cycle; triangulate log
data with teacher data
Alliance Teacher Alliance factors Specific alliance strategies
assessment Coach within each step of the cycle;
triangulate with other data
sources
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Alliance Assessment

Factor of alliance Rating Reason for rating Ideas for improving

Communicating

effectively 12345
Interpersonal
skills
Building trust 12 3 45
Setting goals 123 45

Collaboration Creatingapartnership | 1 2 3 4 5

Setting parameters 123 45

Conveying expertise in
content and context

Expertise

Demonstrating
expertise in coaching

Pierce (2015) and Wehby et al. (2012). Coaching for Systems and Teacher Change by Jennifer D. Pierce i .
and Kimberly St. Martin. copyright © 2023 by Paul H. Brookes Publishing Co., Inc. All Rights Reserved. The National Center for Systemic Improvement | 27




Insights

* Alliance assessment: Teacher ratings in communication
were consistently lower than coach ratings in that area.

* Debrief logs: Coaches asked few open-ended reflection
questions.

e Teacher fidelity data: Teachers were making minimal
improvements in overall fidelity.

Does increasing open-ended questions improve
alliance and teacher fidelity?
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Actions

* Coaches will practice asking open ended
guestions during cadre sessions.

e Coaches will increase their use of these
questions during pre/post conferences.

* SEA will continue to triangulate data.

 SEA will intervene with coaches again if alliance,
log, and fidelity data do not improve.
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Strong Buy-In

I

« Coachlog
 Alliance
Assessment

Complicated

Simpler
- data

data
collection
method

« Audio/video
self-analysis

collection
method

v

Existing Infrastructure Low Buy-In
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Strategv Who __|What ___________|Enriching the Data

Coach Coaching practices Specific practices within each
Teacher step of the cycle; triangulate log
data with teacher data
Alliance Teacher Alliance factors Specific alliance strategies
assessment Coach within each step of the cycle;
triangulate with other data
sources
Audio/video Coach Coaching practices within Triangulate audio/video analysis
analysis self- the coaching cycle with other data sources
analysis
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Procedures for Audio/Video Analysis

* Coach audio/video records all or parts of the
coaching cycle.

e Coach reviews recordings and uses tools to
assess coaching skills.

e Data are submitted via log.
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Tools for Direct Observation and/or Self-
Analysis

WestEd 9

nc

Effective Coaching of Teachers: Fidelity Tool
Rubric

Purpose of the Tool

Like any other educational innovation, the coaching of teachers' must be used with

fidelity in order to achieve its intended outcomes. Although fidelity is often thought
o the “key " of the i it also includes aspecls

such as quality, of the partici (e.g., coach

teacher needs), and dose.

Adherence to
Essential Ingredients

Quality

Fidelity

Dose (Frequency

. Responsiveness
and Duration) P

This means that fidelity in coaching should continuously adhere to the effective
practices of observation, modeling, delivery of performance feedback, and use of
alliance-building strategies. Furthermore, coaching should occur with sufficient
frequency and duration, ensure that teachers are engaged with the coaching
session such that their needs are being met, and be of high quality.

* Where we use the word teacher throughout this document, we include individuals, such as eary child
care providers, interventionists, and parents, who ork with leamers in a less traditional Educallnna\
setting (often the leamer's hame), in addition t the individuals, such as prelindergarten thror
Srme 13 taschare, wite work wih lgsrmers i1 & claeuom sexing, We ust eerier s res 1 the
infants, toddlers, children, and youth with whom these broadly defined teachers work.

1

WestEdw AAIR ¢® * Sny

Coaching Practice
Alliance-Building
Strategies: Using
specific strategies that
relate to factors of
alliance to build a
positive relationship in a
teacher-coach dyad
(factors of alliance
include effective
interpersonal skills,
collaboration, and
expertise)

Practice of interest:

Adherence
O No (0 points)
O Yes (1 point)

Check all that apply to
the session (1 point per
checked box):

O Restating and
summarizing
information
conveyed by teacher

O Asking open-ended
questions

O Affirming difficulty of
change

O Using nonevaluative
language

O Referring to past
accomplishments

O Identifying and
working toward
teacher’s goals and
needs

O Conveying that

improved teaching is

about teamwork

Conveying expertise

in teaching and deep

content knowledge

Explaining complex

concept succinctly

a

Q

Dose

1: Use of alliance-
building strategies is
too brief and is
infrequent, such that
the coach-teacher
interaction is negative

2: Use of alliance-
building strategies is
too brief or is
infrequent, such that
coach-teacher
interaction is
occasionally negative,
occasionally positive

3. Use of alliance-
building strategies is of
sufficient duration and
frequency; coach—
teacher interaction is
only positive

1: Teacher was not
engaged in the session

2: Teacher was only
occasionally engaged in
the session

3: Teacher was

consistently engaged in
the session

L3

https://ncsi-library.wested.org/resources/59

The National Center for Systemic Improvement |
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Insights

* Audio/video self-analysis: PF was not
consistently high-quality.

* Debrief logs: Coaches provided PF.

* Teacher fidelity data: Teachers were making
minimal improvements in overall fidelity.

Does improving PF improve teacher fidelity?
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Actions

* Coaches and SEA will develop statements explaining
how specific teaching practices impact student
performance.

e Coaches will ensure PF is specific.

e SEA wi
e SEA wi
e SEA wi

change PF in the coaching log.
continue to triangulate data.
intervene with coaches again if coach and

teacher fidelity data do not improve.
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Table Discussion

 What stands out to you from the information
presented thus far? Why?

 How might you enrich insights about coaching
and teaching based on existing data sources

and/or any new strategies you are considering
using?

The National Center for Systemic Improvement | 36



Strong Buy-In

I

« Coachlog
 Alliance
Assessment

Complicated
data

Simpler
data
collection
method

» Audio/video
self-analysis

collection
method

* Direct
observation

v

Existing Infrastructure Low Buy-In
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Strategv Who __|What ___________|Enriching the Data

Coach Coaching practices Specific practices within each
Teacher step of the cycle; triangulate log
data with teacher data
Alliance Teacher Alliance factors Specific alliance strategies
assessment Coach within each step of the cycle;
triangulate with other data
sources
Audio/video Coach Coaching practices within Triangulate audio/video analysis
analysis self- the coaching cycle with other data sources
analysis
Direct External Coaching practices within Triangulate direct observation
observation Observer the coaching cycle with other data sources
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Insights

* Direct observation: Pre/{)ost meetings focused on
alliance for several months.

* Audio/video self-analysis: Same as above.

e Teacher fidelity data: Teachers were making minimal
improvements in overall fidelity.

Does increasing coach fidelity
improve teacher fidelity?
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Actions

Coaches will practice using all coaching practices.
Coaches will follow coaching protocols in full.
SEA will continue to triangulate data.

SEA will intervene with coaches again if coach
and teacher fidelity data do not improve.
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Strategv Who __|What ___________|Enriching the Data

Coach Coaching practices Specific practices within each
Teacher step of the cycle; triangulate log
data with teacher data
Alliance Teacher Alliance factors Specific alliance strategies
assessment Coach within each step of the cycle;
triangulate with other data
sources
Audio/video Coach Coaching practices within Triangulate audio/video analysis
analysis self- the coaching cycle with other data sources
analysis
Direct External Coaching practices within Triangulate direct observation
observation Observer the coaching cycle with other data sources

Focus Groups Teachers Coaching practices within Triangulate with other data
the coaching cycle sources

The National Center for Systemic Improvement | 41



Strong Buy-In

I

Coach log

« Alliance
Assessment

Focus Groups

Complicated

Simpler
P data

data « Audio/video

collection self-analysis
method

collection
method

* Direct
observation

v

Existing Infrastructure Low Buy-In
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Insights

* Audio/video self-analysis: Coaches spend a lot of
time explaining teaching practices during pre/post
meetings.

* Focus groups: Teachers want more written guidance
from coaches about teaching practices.

* Teacher fidelity data: Teachers were making strong
gains.

Do we need to do anything?

The National Center for Systemic Improvement | 43



Actions

e Coaches will provide resources more frequently
to teachers and practice succinct explanations
about teaching practices.

* SEA will continue to triangulate data.

 SEA will intervene with coaches if teacher fidelity
data do not improve.
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Table Discussion

* Discuss the different data collection strategies.

— Which strategies are most intriguing to you? Why?

— How might you enrich insights about coaching and
teaching based on new and/or existing data sources?
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Action Steps




Some Immediate Action Steps

* Reach out to me, your NCSI state facilitator,
and/or NCSI.

— https://ncsi.wested.org/ask-the-ncsi/

e Continue to consider how the SEA can enrich
coaching data.

The National Center for Systemic Improvement | 47


https://ncsi.wested.org/ask-the-ncsi/

Action Steps: The Longer Journey

1. Coaching is not defined.
— Develop a research informed definition of coaching.

2. Coaches are not prepared or supported with PL
opportunities.

— Provide ongoing PL for coaches.

3. Coached data are not collected or used.
— Collect and use enriched coaching data.

The National Center for Systemic Improvement | 48



NCSI Resources

* Visit NCSI’s resource library at
https://ncsi-library.wested.org/.

* Coaching resources are housed
on the Improvement and
Implementation Science page.

WestEd 9

Transforming Stote Systems to Improve Dutcomes
for Children with Disobilities

Implementation Guide for Effective Coaching of Teachers

PURPOSE OF THE GUIDE

The purpose of this guide is to help practitioners systematically implement effective coaching prac-
tices. Research from Implementation Stience suggests that how a program, practice, or innovation is put
into place affects the degree to which we can expect that innovation te achieve its intended goals (Fisen,
Naoom, Blase, Friedman, & Wallace, 2005; Greenhalgh, Robert, Macfarlane, Bate, & Kyriakidou, 2004). Simi-
larly, if coaching is designed to improve teaching practice and leaming outcomes,' it is important to examine
how the innovation is implemented. Fixsen et al. (2005) propose that attending to specific implementation
drivers, or essential support mechanisms such 2 organizational structures, leadership, and the competency
of personnel, is one way to create an environment that is conducive to the long-term use of any innovation,

Drawing on these principles from Implementation Science, this guide outlines key questions to consider
when using coaching as a pathway toward improving teaching and learning. Further, the guide specifies
actions that should be taken to appropriately structure the systam in which coaching occurs. Consideration
of these questions and completion of these actions may help coaching achieve its intended goals and
become a sustainable component of the learning environment.

The Implementation Guide for Effective Coaching is intended to be used in conjunction with two oth-
er tools: Effective Coaching: Improving Teacher Practice and Outcomes for All Learners and Effective
Coaching of Teachers: Fidelity Tool. The brief synthesizes research on coaching and offers a framewark of
effactive coaching practices. These are shown within the center circle of Figure 1 and are the recommended
practices that should be central to the everyday wark of coaches. The fidelity tool can be used to ensure
coaching continuously consists of effective practices, cocurs with sufficient frequency, and is of adequate
duration and high quality.

WestEd® WAIR @

https://ncsi-library.wested.org/resources/60
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State Stories

WestEd D
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What Does Effective Coaching Look Like? Ohio’s State Systemic
Improvement Plan (SSIP) Team Focuses on Identifying and Implementing
Effective Coaching Practices

Decades of research show that coaching can be an effective mechanism for improving teacher practice and student
learning outcomes. In fact, coaching is an important follow-up to trainings that often are decontextualized from the
reality of the classroom setting. For that reason, several states plan to use coaching as a part of the SSIP.

Ohio is one such state. As the Ohio SSIP team crafted their Phase Il plan, it thought critically about how to ensure that
coaching leads to improvement in teacher practice and student outcomes. To guide this planning, the team posed the
following questions:

I What does effective coaching practice “look like"?
How do we ensure that coaches continually use effective coaching practices with teachers?

I What infrastructure will be needed within our state to ensure coaching can achieve its intended goals of improving
teacher practice and student outcomes?
How will we know whether coaching is achieving its goals?

State Spotlight:

1S Texas

Challenge

How Can a State Education Agency Implement
Teacher Coaching to Improve the Outcomes of

Students with Disabilities?

The need to improve outcomes
‘ameng students with disabllities
{SWD) by increasing teachers
skilled use of evidence-based
practices [EBPs) has been a
pressing challenge around the
country.

Texas, in particular, has a specific
facus on supporting the increased
use of teachers’ EBPs within their
State Systemic Improvement Plan
{SSIP). Therefore, knawing that

research indicates that coaching can
lead ta impraved teacher practice
and student outcomes!, including for
SWIDF, the Texas Education Agency
(TEA) embarked an a journey 1o

use coaching to improve teacher
practices. Of critical importance

for TEA was to take a strategic
approach to implementing aligned
coaching across several schools,
districts, and regions, which can

be extremely challenging®. Some

of the challenges include: ensuring
that the coaching is based an the:

most effective and research-based
practices; providing coaches with
ongoing, high-quality professional
development; and systematically
collecting data and using that

data for continuous improvement
This state spotlight focuses. on
Texas's implementation efiort,
which aimed to embed and sustain
an effective coaching framework
across the state so that SWD could
demanstrate marked educational
gains

State Context

Texas's Part B State-ldentified
Measurable Result [SIMR)

facuses on improving the literacy
achievement of students with
disabilities in grades 3-8 While
Texas employs several improvement
strategies to accomplish their goal
ane of their largest initiatives is
investing in statewide technical
assistance networks. These
networks are the primary arm of

the state's technical assistance and
their collective goal is to support
educators’ professional leaming
neads. Networks include: Inclusion
in Texas Network; Texas Statewide
Leadership for Autism Training
(TSLAT) Network, and Tiered
Interventions Using Evidence Based
Research (TIER) Network—to name
& few. Grantees of the netwarks
cansist of elther regional education
service centers (ESCs) or local
institutes of higher education.

Whille there were nearly 120
netwark members already warking
with teachers of SWD across the @
networks, coaching across these.
netwarks was not required by TEA
Therefore, TEA sought to leverage
these partners in the statewide
effort to implement coaching as a
wiay ta increase teachers’ use of
EEPs with SWD.

WestEd®

AAIR

https://ncsi.wested.org/uncategorized/what-does-effective-coaching-look-like-ohios-state-

systemic-improvement-plan-ssip-team-focuses-on-identifying-and-implementing-effective- https://ncsi-library.wested.org/resources/721

coaching-practices/
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Other Resources

Vie From the Field

Ensuring Effective COACHING;

Implementation of
Evidence-Based Practices for Systems and Teacher

Dawn A Rowe, Melissa 2 Kittelman,

Jennifer D. Pierce
Kimberly St. Martin

11l N

https://products.brookespublishing.com/Coaching
-for-Systems-and-Teacher-Change-P1388.aspx

https://doi.org/10.1177/00400599211025642
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Let’s Stay In Touch!

 Measuring and

improving Integrated

‘I ntegrated MTSS Fidelity Rubric

MTSS (I-MTSS)

e Systems coaching
tiered systems

* Coaching middle
school Social Stud
teachers

N

lesS

1. Instruction

Item

Domain

Beginning

Exploring

Aligning

Integrating

Sustaining

1.1Tier1

Tier 1 refers to core curriculum and
instructional practices delivered ta all
students.

Tier 1 criteri

() Tier 1 is evidence-based.

(b) Tier 1 is differentiated to address
needs of all learners.

(c) Tier 1 is delivered with fidelity.

Tier 1 does not
meet all criteri
any academic or

SEB! area.

in

Tier 1 meets all
criteria in at least
one academic area
or at least one SEB
area.

Tier 1 meets all criteria in

Tier 1 meets all criteria

at least one academic
area and at least one SEB
area but academic and
SEB areas are not
combined (i.e., they
operate

in at least one
academic area and at

For at least two years, Tier 1 has

been meeting all criteria in at
least one academic area and at

least one SEB area and
academic and SEB

least one SEB area and academic
and SEB areas are intentionally

combined and dt din

areas are intentionall

policies and procedures.

1.2Tier2

Tier 2 refers to interventions and
supports that supplement core
curriculum and are provided to small
groups of students who need more
targeted instruction.

Tier 2 criteria:

(a) Tier 2 is evidence-based.

(b) Tier 2 is supplemental to Tier 1.

() Tier 2 s delivered with fidelity to @
targeted group of students.

Tier 2 does not
meet all criter
any academic or

SEB area.

n

Tier 2 meets all
criteria in at least
one academicarea
or at least one SEB
area,

Tier 2 meets all criteria in

Tier 2 meets all criteria

atleast one academic
area and at least one SEB
area but academic and
SEB areas are net
combined |ie., they
operate

in at least one
academic area and at

For at least two years, Tier 2 has

been meeting all criteria in at
least one academic area and at

least one SEB area and
academic and SEB
areas are intentionall

least one SEB area and academic
and SEB areas are intentionally
combined and dt din

policies and procedures.
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Thank You!

The content of this document was developed under a grant from the US —N
Department of Education, #4326R190001. However, those contents do not
necessarily represent the policy of the US Department of Education, and IDEAS)

you should not assume endorsement by the Federal Government.

— y
W WestEd s
Project Officer: Perry Williams (October 2019) ’;? Ork | S ‘-

WestEd is the lead organization for NCSI. Office of Special WestEd.org
For more information about the work of WestEd, NCSI, and their partners, Education Programs
please visit www.ncsi.wested.org and www.wested.org

$AIR NASDSE ™M

Advancing Evid GUIDING CHANGE The Meadows Center
Van‘?mg .VI ence. National Association of State Directors of Special Education FOR PREVENTING EDUCATIONAL RISK
Improving Lives.

NCSl includes staff from the OSEP-funded Parent Training and Information Center and Regional Parent TA Centers and the OESE-funded Statewide Family Engagement Centers.


https://ncsi.wested.org/news-events/2022-though-leaders-conversation-series-pursuing-equity-at-the-intersection-of-language-and-disability/
https://www.wested.org/
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