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Just as teachers need to engage in observation, reflection, and planning for action, our coaches also benefit from reflective 

supervision and other professional supports. The ways in which this is structured vary across our district engagements, 

taking into account local context, scope, and available resources. To provide an example of what this looks like in action, 

this snapshot of practice focuses on our largest coaching engagement to date, an early childhood math project. In it, we 

have built a structure in which we group together five to nine coaches in teams supervised by a lead coach. While our 

coaches engage in the three-step coaching cycle with teachers, our lead coaches model the coaching relationship through 

a parallel process of coaching and reflective supervision. Lead coaches meet each week (by phone or videoconference) to 

offer support and guidance to each coach. They also regularly observe coaches in action on site. By embedding reflection 

and inquiry throughout the layers of our organization, we create a culture of learning that drives our work. This core 

principle remains true and constant across our engagements.

Professional Supports for Bank Street Coaches

By embedding reflection and inquiry throughout the layers of our 

organization, we create a culture of learning that drives our work. This core 

principle remains true and constant across our engagements. 

Lead Coach: “The coach and I decided to begin our lead 
coach support cycle with a particular site because she believed 
the teacher was resistant to the coaching process. During 
my first visit, I realized the lead teacher was not resistant to 
the process or the curriculum; she was handling numerous 
administrative duties in addition to teaching the pre-K class. 
The coach and I created goals and action steps for her work 
with the teaching team. I checked in with her through weekly 
calls, and we discussed various coaching strategies for making 
the activities manageable. Through this lead coach support 
structure, the coach and I were able to better understand the 
challenges the coach was having at different stages of the 
coaching cycle and discuss practical, hands-on approaches that 

not only supported the coach, but the teaching team as well.”

 

Coach: “I see how powerful [her coaching] has been for 
me. Although the visits were at one site, my lead coach had 
me think deeply about how the goals could be implemented 
throughout my other sites. Together we were able to see how 
and if each of the goals that we set were able to be obtained 
and, conversely, why they were not. In each subsequent 
visit, we reflected upon the previous visit, problem-solved 
what worked and what didn’t work, and quickly were able to 
move forward. We saw first hand the progression of our work 
together, the goals accomplished, and the action steps that we 
took to accomplish those goals”.

Lead Coach Support in Action
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Regular professional learning opportunities are 

provided to coaches collectively through their coach 

teams and alongside individualized support from 

lead coaches. These social learning opportunities 

create the holding environment for coaches to 

take risks and include activities such as: discussing 

shared readings, building knowledge of the content 

and curriculum materials, analyzing case studies 

that present coaching and instructional dilemmas, 

viewing videos that model coaching strategies, and 

active role playing. 

The structures provided by Bank Street for 

professional learning enable coaches to determine 

and rehearse responses to the complexities that 

emerge as they work with teachers. These activities 

reflect the values and traditions of the Bank 

Street community. For example, we emphasize the 

importance of interpreting teachers’ professional and 

personal stages of development to more effectively 

differentiate what support they require. This is a 

critical task when coaches enter schools and begin 

their working relationships with teachers. As the 

school year progresses, we also delve into the types 

of questions coaches ask, ways to assess teachers 

as adult learners, strategies that build teachers’ 

reflective practice and instructional skills, and what it 

means to take a strengths-based approach.

 Coaching Community in Action
Bank Street strongly believes in the power of 

professional conversations to share problems 

of practice, build expertise among our coaches, 

and construct timely and productive solutions to 

challenges  in the field.  We regularly convene our 

coaches with their teams and as a whole group 

to provide support to one another. The following 

is an example drawn from a meeting about an 

early childhood project focused on supporting the 

integration of math activities into pre-K classrooms. 

Coaches posed probing questions, shared their 

experience and expertise in addressing the problem 

that surfaced, and offered a collective eye and 

critical friendship by brainstorming potential 

new ways of approaching the issue raised by their 

colleague.
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Key Elements Coach colleagues’ questions and insights

Build from Strengths You said that the teacher can be playful. How can you build on that?

How can you narrow your focus with this teacher?  
You said she can be reflective. How can you help her see that her actions don’t 
support her end goals?

Respect Environment & Context What is the rest of the school culture like? What are the other pre-K classrooms 
like?

Cultivate Trusting Relationships “I always just pop in to say hello and inquire about how she is doing. This 
maintains the relationship without having to set a meeting.”

Integrate Knowledge of Development Sometimes teachers fear that they have a deficit if their children don’t perform.

I wonder if she feels there will be a consequence for her if they don’t perform.

Through these probing questions, it is possible to see how 

Bank Street coaches form a professional network that 

serves not only as a sounding board, but as an intellectual 

community that puzzles over coaching dilemmas and 

suggests fresh approaches to tricky problems. The 

coaches contextualized the teacher’s approach within 

the broader school culture and climate, helped their 

colleague identify supports from other professionals, 

such as the instructional coach, and thought through the 

potential fears and motivations that were driving the 

teacher’s behavior.  They also reminded their colleague 

to look for strengths from which to build, such as the 

teacher’s ability to play with the children and her passion 

for helping her students succeed.

Impact of our Coaching Supports and Model
These rich and thoughtful supports for coaching coaches 

are tied to our coaching stance and three-step coaching 

model and have a real impact on student learning. In the 

early childhood math coaching project, from which the 

above snapshot has been captured, there was a three-

fold increase in the use of math language among pre-K 

students across an academic school year according to 

weekly coach data logs. Some of these changes may be 

attributed to other factors, such as the introduction of 

new curricular materials and our experience. However, 

research suggests that a process of reflective coaching 

that builds habits of inquiry in adults can have a lasting 

impact on how new practices are implemented by 

promoting a deeper understanding of how children 

develop as they work.1

Coach: “I am working with an experienced pre-K teacher 

with very high expectations for her students, which is great.  

However, while the teacher can be warm and playful, over 

the course of the school year, I have witnessed her getting 

impatient with children, especially those who ‘don’t get’ the 

mathematics she is teaching. I have tried to help the teacher 

recognize the strengths and needs of each child and to assure 

her that children learn mathematical concepts in different 

ways and at different rates. However, these conversations 

often lead the teacher to become defensive and more 

entrenched in her stance that she can “get them there” if she 

demands excellence from her students without fully taking 

into account who and where each child is.”

The comments below, given in response to the coach’s 

dilemma, show how our coaches use their meeting time 

to problem-solve, share knowledge, and learn from one 

another.

1 Joyce, B. and Showers, B. (1982). “The Coaching of Teaching.” Educational Leadership, 40(1), 4-10


