MENTORING AND COACHING CAPACITY BUILDING PROJECT

Interim Report 15 November 2004

1. SUMMARY

The mentoring and coaching capacity building project began in April 2004 and is due to complete on 31 March 2005.  The project is running to time and to budget.

Phase 1 of the project, agreeing a methodology and operational plan with the DfES and the CPD Advisory Group was completed in June 2004.

Phase 2 comprises 3 related strands of activity: 

Consultation and Ownership Building (80% complete) 

Fieldwork (60% complete)  

Resources Development (30% complete)  

1.1 Artefacts and outcomes available now:

Consultation paper - Mentoring and Coaching: Consulting for Capacity Building

Reports from 15 consultation events and seminars

Draft table of descriptions of mentoring and coaching practice

Draft activity circles diagram

Draft mentoring for leadership diagram

2 draft case studies

1.2 Key Messages

The following points represent key issues raised in the consultation and fieldwork that we are attempting to address in the development of materials and the framework:
· mentoring and coaching are widely recognised as potentially powerful forms of CPD; there is a new wave of enthusiastic attempts to harness them but practice is not always well understood or appropriately resourced;
· whilst definitions and a framework would be widely welcomed by providers and facilitators of CPD, many practitioners worry that definitions will inhibit their interest in just getting on with things. There is also anxiety about imposing prescriptions or overly rigid definitions. The framework and definitions need to enable colleagues to define and refine skills and practices with increasing specificity rather than reframing every aspect of current practice. The latter would risk stalling extensive, but not yet fully developed, investment in deeper and more extended models of CPD;
· some hold views which they believe to be in direct contradiction to each other. In particular, those who believe coaching depends upon specialist skills in coaching processes, but not in the aspect of practice being developed, oppose the view that specialist content knowledge is important. Those who believe specialist content knowledge is important sometimes discount the process skills involved; 

· power and hierarchy affect the organisational context for mentoring and coaching and thus the extent to which they are given status and embedded in school systems and the processes themselves. It is important that protocols create appropriate links with accountability systems at the same time as creating, for example, confidentiality buffer zones between them and specific mentoring and coaching activities;
· there is a perception amongst many providers and some senior practitioners that peer coaching lacks rigour and may result in ‘recycled mediocrity’. Others maintain that peer coaching, accompanied by appropriate protocols and training in peer coaching processes, represents one of the most challenging forms of CPD – the key here, as for specialist coaching, seems to lie in the protocols and processes used to give structure to coaching;
· there is considerable demand for knowledge of protocols to support and expertise in coaching and, to some degree, in mentoring;
· in relation to pedagogy for mentors and coaches, mentors and coaches consistently report that their role in the mentoring or coaching partnership provides opportunities for their own, as well as the mentee’s or coachee’s professional learning.  Observing, articulating and reflecting on their own and others’ practice is as powerful for the coach/mentor as it is for the ostensible professional learner.  Although this view is widely acknowledged and accepted, systematic recognition of its potential contribution to CPD is much harder to locate except within some schools that are active in ITT;

· some HEIs, notably those involved in Regional Partnerships, offer accredited mentor training for mentors in ITE, but we have found little evidence of ongoing support for the further development of mentoring and coaching practice or for building systematically on the capacity that such skills and experience bring;
· there is considerable overlap in how mentoring and coaching are presented both by practitioners and by providers; sometimes this involves 100% reversal of key terms; 

· much practice in the field is marked by considerable enthusiasm and strong statements about aspirations and intentions but is still at a very early stage of development. In particular, it is often difficult to obtain descriptions of activities that extend much beyond the “plan, do, review” headline. Sometimes this is because the detail has been internalised and embedded into day to day practices. More often it is because processes are still being worked out or are kept private because of a desire to maintain intellectual property;

· many examples of promising practice identified through consultation and fieldwork could not in the end be included in any of the resources because the practice was variously emergent and unproven, patchy and inconsistent with high drop out rates, too informal or formal. For instance, ostensible coaching programmes turned out to be closer to buddy systems or, conversely, indistinguishable from line management or other accountability arrangements. Difficulties were often related to resourcing, especially the allocation and protection of time for related activities.  Processes for identifying appropriate partnerships and ensuring appropriate skills and experience were also missing in many cases;

· much of the existing expertise in developing coaching skills and protocols and most resources are in the hands of private business or HEI consultants and not in the public domain. Whilst this is perfectly understandable, and only frustrating for the researchers in this project, it is a real issue for practitioners and those supporting them in schools.
2. PROJECT AIMS AND OBJECTIVES

The aims of the project are to develop clarity, at a national level, about the nature of effective mentoring and coaching in order to secure coherence, excellence and a positive impact on teaching and learning in the next phase of the development of a national CPD strategy.  Specific objectives include:

· promoting coaching and mentoring as a core part of CPD capacity building in schools and as a means of improving teaching and learning; 

· developing a widely understood and agreed understanding of the characteristics of effective coaching and mentoring as a benchmark for CPD providers and facilitators, CPD co-ordinators and other school leaders to work towards; and

· illustrating and, in so doing, seeding the development of the skills and CPD activities that enable teachers and others to use coaching and mentoring as a means of professional and school development;

· building upon existing approaches to peer and specialist coaching and mentoring embedded within a range of national strategies including the needs assessment work within performance management, to ensure that coaching and mentoring is developed in ways which enable practitioners to work smarter rather than harder.

2.1 Project deliverables


At the time of reporting, the project is running to time and to budget.  Significant progress against all project deliverables has been made.  This is outlined in more detail in the next section.

The direct project deliverables include:

· a clear, concise definition and description of good practice for a range of specific contexts, together with protocols wherever appropriate;
· a map of the relationship between coaching and mentoring and the requirements of the national standards frameworks and other relevant initiatives to facilitate coherent policy development;

· a map of the relationships between coaching and mentoring and the approaches embedded within the major national strategies  in order to ensure that coaching and mentoring policy builds upon best practice and existing enthusiasm;

· a portrait of major national local and regional initiatives related to coaching and mentoring on which the CPD strategy can build e.g. regional CPD strategies and significant LEA, HEI and professional and subject association initiatives;
· paper and web based case studies to exemplify good practice and to support the development of coaching and mentoring skills and its integration into a wide array of CPD activities;

· a web and paper based, succinct digest of underpinning evidence concerning effective practice and impact on learning and on teaching; 

· a clear framework of success indicators that can be used by participants, those providing support and/or those who allocate resources to CPD, to plan and review provision.  

Although the deliverables point to a range of distinct products they also touch upon two processes: to building ownership and agreement across active practitioner, CPD provider and policy maker groups and building coherence.  We report here on the ownership process.  We have consulted widely and received a widespread, almost always positive, reaction to the development of the framework and the way it is being done.  

Consultation took place in two waves, i.e. initially with key colleagues in national agencies and then more broadly with practitioners.  We have circulated appropriate copies of the mentoring and coaching framework and received many requests for permission to circulate this widely across LEAs and CPD programmes.  We have participated in 17 seminars and worked directly in groups with approximately 700 colleagues from the field.  

Feedback in all cases has been carefully noted and reports have been made of consultation discussions and fed back to participants for verification.  

3. PROGRESS AGAINST SPECIFIC PROJECT DELIVERABLES

In this section we deal with each of the project deliverables in turn, outlining progress to date and suggesting next steps for the remainder of the project.

3.1 Deliverable 1  

A clear, concise definition and description of good practice for a range of specific contexts, together with protocols wherever appropriate.

We are developing definitions interactively through consultation in order to build ownership.  Throughout the consultation, we have found that many practitioners frequently resist definitions because “we don’t care how something is defined, we just do it”.  Those who support them (e.g. LEA CPD advisers, HEI partners etc.) and leading edge practitioners do recognise, however, the need for definitions and common terminology so that practice can be communicated with confidence and precision.  

Those who express enthusiasm for developing coaching and mentoring skills have particularly welcomed definitions of different layers of activities and skills.  We have therefore built upon the process of capturing activities in the circles diagram, to develop a specific of descriptions of purposes (why), participation (who?), activity (what?), career stage (when?), location (where?) and the skills needed to engage in mentoring and coaching within a two x A4 table.  The final stage is to identify core terms from the consultation material (which has been widely welcomed) and provide definitions. 
There are 5 components of the framework:

(i) a definition of core concepts (this will be available by the end of November); 
(ii) a diagram to illustrate the overlapping relationships between mentoring and coaching. (Appendix G to follow on Thursday). Throughout the project, we have been aware of some fluidity between mentoring and coaching in both concept and practice. The circles diagram illustrates our understanding of how that fluidity manifests in practice, and provides a focus for discussions between practitioners and providers about their various experiences and concepts of mentoring and coaching. The version attached represents a distillation of the rather busy version included in the consultation document;
(iii)
a one x A4 table describing mentoring and coaching in terms of purpose (why?) participation (who?) activity (what?) etc; (Appendix F)
(iv)
a one x A4 table summarising the skills involved in mentoring and coaching;  (Appendix F) and
(v)
a diagram illustrating the way in which the context and specialist support for mentoring and coaching develop from initial teacher education through to leadership.  This diagram suggests that the “curriculum” or content of the coaching often diverges from the content of pedagogic coaching in leadership contexts in order to attend to organisational issues. It also sets out to illustrate how the leadership of learning depends upon reconnecting the two. (Appendix H)
The illustration of good practice for this framework takes the form of a range of resources for teachers, leaders, schools and providers to use including case studies and video materials, as described in detail later in this report.

Next Steps

The draft framework will continue to evolve in the light of feedback from the CPD Capacity Building Board Policy Makers’ Seminar on 24 November 2004 and will be tested against the outcomes from the 6 Case Studies as they are finalised during November and December.

The framework, once finalised, will be further tested against an international audience through Bruce Joyce’s response to the materials at the Policy Makers’ Seminar on 24th November 2004 and at the International Congress for School Effectiveness and Improvement (ICSEI) annual conference in Barcelona in January (our proposal to lead a symposium has been accepted). (see Appendix I)
Designs for the presentation of the framework will be proposed shortly.  Ideas currently under discussion include: 

· a poster version of the definitions, activities circles and the why? who? what? etc. table;
· an electronic text similar in length and style to the widely welcomed consultation document in which key terms would be hotlinked to a  glossary;
· an interactive electronic version of the activities circles which would enable facilitators to structure discussions or involve participants in filling in activities as they identify their existing and described studies; and
· an electronic version of the Leadership Model.
3.2 Deliverable 2

A map of the relationship between coaching and mentoring and the requirements of the national standards frameworks and other relevant initiatives to facilitate coherent policy development

Deliverable 3

A map of the relationships between coaching and mentoring and the approaches embedded within the major national strategies in order to ensure that coaching and mentoring policy builds upon best practice and existing enthusiasm

Deliverables 2 and 3 are being drawn together into a single outcome: a grid that illustrates what the different national requirements standards and strategies do in relation to mentoring and coaching.  The agencies involved will be consulted during November and early December to ensure that all activity is included and is correct at the time when the framework will be completed.

Using the same why? what? who? when? frame as the mentoring and coaching descriptions table, the grid maps those aspects of policy and resources that suggest or require mentoring and/or coaching in various forms.

Policies and provision identified are:

	DfES
	TTA

	Excellence & Enjoyment: The Primary Leadership Strategy

Excellence & Enjoyment:  The Primary National (NNS, NLS) Strategy

The Key Stage 3 National Strategy

Leading Edge

Specialist Schools

Advanced Skills Teachers

Training Schools

Creative Partnerships

The Workforce Reform Agreement


	Regional Partnerships

School Centred Initial Teacher Training

The Graduate Teacher Programme

Fast Track

Induction Support Programme for NQTs

	GTC
	NCSL

	Teacher Learning Academy

Teacher Professional Learning Framework

Connect
	Leading from the Middle

Consultant Leaders

New Visions for Early Headship

Headteacher Induction Programme

Networked Learning Communities


We have populated the grid by consulting key colleagues in agencies, and by analysing relevant documentation, e.g. policy guidance documents, supporting publications, and programme materials.  Reference has also been made to publicity and application information, for instance on DfES’ and agencies’ own websites and at links on Teachernet. 

Next Steps

The draft grid will be tested at the Policymakers’ Seminar on 24 November and validated through subsequent follow-up conversations as necessary.

Designs for the presentation of the Policy grid for mentoring and coaching will be proposed: ideas currently under discussion include:
· an electronic version (in Excel) of the Policy grid

· an electronic, updateable version of the grid for publication on the website with an option to signpost and provide deep links to relevant areas DfES and agencies’ websites 

3.3 Deliverable 4

A portrait of major national local and regional initiatives related to coaching and mentoring on which the CPD strategy can build e.g. regional CPD strategies and significant LEA, HEI and professional and subject association initiatives

The consultation process, as well as facilitating a deep engagement with mentoring and coaching practice and how they are variously conceptualised, has given us the opportunity to get an impression of how widespread such practice is.  Where we have detailed knowledge of practice at a location, through recommendation and/or through the scoping process described later in this report, we will explore and explain these as examples of practice in various ways in the resources, including the detailed written and video case studies.  

As a by-product to this activity, we have also built up an extensive database of schools, LEAs, HEIs and other providers, who use mentoring and coaching but whose practice we have not been able to research.  Validating the depth, breadth, quality and sustainability of this practice goes beyond the scope of this project and could not be achieved with any reliability without a large scale systematic programme of telephone interviews or other investigation process.  

Locations where mentoring and coaching are happening have been identified through various methods.  We have:

· invited policy makers and key personnel in national agencies to identify sites of good practice in interviews;

· invited LEA CPD advisers, CPD Co ordinators and HEI providers to identify sites of good practice at seminars;

· scanned TTA Regional Partnership Project plans and reports, EiC, and Excellence Clusters plans and reports and Networked Learning Communities proposals for evidence of involvement in development of mentoring and/or coaching and

· scanned Training Schools’, Leading Edge Partnerships’ and Specialist Schools’ profiles in DfES databases for evidence of involvement in and development of mentoring and/or coaching.

In most cases we have simply stored the name and address of a school, showing, for instance, schools that are identified as part of a TTA Regional Partnership with a specific mentoring and/or coaching focus that is central to the work of that partnership. 

Although no comment about the quality of practice can be inferred from either inclusion or exclusion from the database, the material does present an interesting view of the extent to which mentoring and coaching are currently manifest in practice around the country and, as such may be a useful resource for policy makers and possibly those who support CPD regionally in identifying gaps and exploring potential springboards for further development. When we tested this material at seminars, considerable interest was expressed in developing this resource further so that practitioners starting out or seeking to enhance practice could connect with neighbours active in this area. Considerable work including obtaining more detail and the permission of schools for such data to be published would be needed to make such a resource available.
Next Steps 

We are exploring the possibility of using the database to generate a map of mentoring and coaching practice, which will highlight visually the diversity of offer and involvement whilst identifying specific locations.
Work to populate and cleanse (e.g. by removing duplicate entries) the database will be completed shortly.

3.4 Deliverable 5

Paper and web based case studies to exemplify good practice and to support the development of coaching and mentoring skills and its integration into a wide array of CPD activities

Building on the intelligence gathering activity outlined earlier, we carried out telephone interviews at a range of schools where there were reports of promising practice.  In a few cases, this resulted simply in a validation of the recommendation.  Where practice seemed especially promising and where there appeared to be an opportunity to exemplify a particular kind of context of practice, a visit or a longer telephone call was made. This offered an opportunity to probe the kinds of activities going on in the schools, to compare the language used to describe practice and to decide if the practice was sufficiently rich to warrant inclusion as a potential case study site.  

Although the case studies are focused on promising practice, it is, of course, the case that not all the practice observed is at the same stage of development and it is our intention to try to capture this variation.  We know, because of emphatic feedback from the consultation process, that illustrations of good practice alongside describing phases of practice at varying stages of development and illustrating obstacles that need to be overcome are keenly sought by practitioners. 
Six schools were identified as case study sites through this process.  As far as possible, we have tried to cover a representative selection of school contexts as well as examples of mentoring and coaching likely to furnish good illustrations of practice, including specialist and peer coaching related to pedagogy.  We have also tried to cover a range of examples of purposes to which mentoring and coaching are put and to focus on a variety of career stages, including:

· ITT;

· NQT;

· leadership;

· change of role; 

· support; 

· school improvement; and

· teaching assistants (TAs).

Schools selected for case study sites

· Blaise Primary School, Bristol;

· Hayes Park Primary School, Hillingdon, London;

· Oakdale Middle School, Poole, Dorset;

· Ravenswood School, Bromley, Kent;

· Newhall Green High School, Manchester; and

· Sweyne Park High School, Essex.

Two of the case study visits have been completed.  They are:

Oakdale Middle School

Oakdale is one of eighteen schools in the Poole SCITT, and principally furnished a detailed illustration of mentoring for ITT.  But we also observed mentoring for teachers taking up new roles such as head of year, mentoring TAs into professional roles and, to a lesser extent, mentoring of NQTs.  In addition there is evidence of coaching, including specialist coaching taking place at the school.

Blaise Primary School

Blaise is part of the Opportunity Zone Networked Learning Community where coaching is organised and led by Leading Edge practitioners.  It provided some rich examples of peer coaching, with colleagues within and between schools identifying specific classroom foci followed by shared investigation through planning together, observation and review. 

A framework for presenting the case studies in ways that are tied back to the framework but presented so as to prompt questioning, reflection and adaptation by readers achieving this objective for the mentoring and coaching case studies was adapted and is included as Appendix J. 
Next Steps

Case study visits to the remaining schools are expected to provide a range of additional examples of mentoring and coaching including: mentoring and coaching for leadership and for improving teaching and learning (Ravenswood); coaching and peer coaching to raise pupils’ attainment particularly at key stage 3 (Newhall Green High School); mentoring and coaching of ITT and NQT teachers and coaching as part of CPD (Sweyne Park); and coaching for school improvement, ITT and NQT (Hayes Park).  All the schools have considerable experience of mentoring and coaching.  The resulting case studies will show mentoring and coaching in relation to pedagogy, including teaching and learning, and behaviour, and also where the focus is the development of support and management functions.  In addition we are looking for examples to illustrate the skills mentors and coaches need, the initial training they receive and how mentoring and coaching expertise is sustained and transferred among staff in schools. 

3.5 Optional Deliverable 6

Video materials 

A detailed specification was produced so that a connection with the DfES Communications Team, specifically with regard to the development of Teachers’ TV, could be made. See Appendix K. In the event, the project needed to move forward at a pace that meant Teacher TV could not support the videoing.

The video materials will be presented within a CD RoM that will also host all the other resources we are developing as outcomes from each of the project deliverables.

Appendix L is a schedule for the production of the range of resources we have identified for inclusion on the CD Rom together with the timeline for their production.

Next Steps

Shooting for the video will take place during November and all postproduction work is scheduled for completion by 24 December.

 A practitioner reference group will convene on 8 December to start to review the resources.

3.6 Deliverable 7

A web and paper based, succinct digest of underpinning evidence concerning effective practice and impact on learning and on teaching

A cornerstone of the mentoring and coaching project has been the evidence base provided by the EPPI systematic review of collaborative CPD.  That review places heavy emphasis on coaching, so we have also undertaken a search for additional evidence in relation to mentoring and we have scanned practitioner-oriented texts.

We also undertook a search of websites.  By employing search terms in different combinations using a general search engine (Google), and education websites’ internal search engines, we looked at national websites expected to have useful information on them, such as DfES, Teachernet, GTC, NCSL, and TTA, as well as subject association websites e.g. the Association for Science Education (ASE) and the websites of HEIs known for their work in teacher education and professional development.  In addition to searching websites with keywords, the sites were browsed for pages or sections on CPD.

Websites that were found to contain information about mentoring and/or coaching of education practitioners were mined for information using a consistent framework of questions.
Next Steps

In general the literature is disappointingly abstract and lacks detailed analysis or descriptions of key processes and skills. We have selected the four items from amongst the literature that produce the most detailed information about mentoring and coaching processes and we will develop detailed summaries using a web enabled digest so that they can be easily posted on a website and can be dynamically linked both internally and to other relevant sites.

The four items that we are proposing are:

Cordingley, P., Bell, M., Rundell, B. & Evans, D. (2003) The impact of collaborative CPD on classroom teaching and learning. In Research Evidence in Education Library. London: EPPI-Centre, Social Science Research Unit, Institute of Education (with complementary messages from EPPI 2 if peer reviewing is completed in time).
Adey, P. (2004) The professional development of teachers: Practice and theory; Kluwer Academic Publishers.
Thomas, W. and Smith, A. (2004) Coaching solutions: Practical ways to improve performance in education; Network Educational Press.
Joyce, B. and Showers, B. (2002) Student achievement through staff development; 3rd Edition; Association for Supervision and Curriculum Development.
Permissions will be sought from the authors once these selections have been approved.

An annotated index of relevant websites will be formatted and offered as a resource.

The project advisory group will be asked to review the summaries.

3.7 Deliverable 8

A clear framework of success indicators that can be used by participants, those providing support and/or those who allocate resources to CPD, to plan and review provision

In the light of the prevalence of private sector providers and the interests expressed at the consultation seminars, we have decided to develop a battery of questions that could be used by practitioners to explore with providers the precise nature of their offer or to review existing provision within the school. 

Using the evidence generated by this project from practice and from research alongside inside information about local needs and priorities will give practitioners an evidence base from which to draw distinctions between different approaches and make informed decisions about which offer is most likely to address the specific learning needs of their colleagues.

Next Steps

Questions will be generated by referring to: 

· the EPPI review; 

· the draft framework; and
· evidence from the case studies.
4.0 Conclusion
Progress towards deliverables is on track. Detailed feedback will be needed on specific deliverables and we propose to work through the CPD Capacity Building Board on the overview and with key contacts with particular interests in specific elements. Technical questions about the CD-ROM, its positioning and distribution are important issues that need to be resolved in the foreseeable future since they will affect the form of various resources. Comments on every aspect of this report and its appendices would be warmly welcomed.
5. APPENDICES 
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C) Summary Report LEA CPD Advisers seminars

D) Summary Report Mentoring and Coaching Practitioner Consultation Seminars

E) Mentoring and Coaching: Consulting for Capacity Building Consultation Document
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