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What were the aims and objectives of the Mentoring and Coaching CPD Capacity Building Project?

1. The aim of the project was to develop clarity 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.

2. The project objectives were:
· to promote mentoring and coaching  as a core part of CPD capacity building in schools and as a means of improving teaching and learning; 

· to develop a widely understood and agreed set of principles that illustrate the characteristics of effective approaches to mentoring and coaching as a benchmark for CPD providers and facilitators, CPD co-ordinators and other school leaders to work towards;

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

· to build upon existing approaches to mentoring and coaching embedded within a range of national strategies to ensure that mentoring and coaching is developed in ways which enable practitioners to work smarter rather than harder. 

How has the project responded to these aims and objectives?
Methods 

3. A search of the literature was conducted, interviews were held with 24 stakeholders and extensive documentary analysis undertaken to prepare the ground for extensive, iterative consultation and development work. Between April 2004 and March 2005, evidence from mentoring and coaching practice in schools was gathered during the course of 17 countrywide seminars and group work with approximately 700 colleagues from schools, local authorities, universities and national agencies.   Scoping interviews were used to verify the potential to inform core principles and capacity to illustrate diversity in practice. Each seminar and meeting was also used to develop, test and refine the resources that were emerging from the project.

Outcomes

4. The mentoring and coaching project has generated four kinds of resources:

A Framework for Mentoring and Coaching 

· A set of four accessible, one page documents which, together, constitute a national framework for mentoring and coaching that delivers clarity without being prescriptive, and coherence whilst encouraging adaptation for specific contexts.

Video

· A series of ten, 4 minute clips to illustrate the principles with embedded prompts to focus attention on key issues.

Documents 
· The set of six case studies provide concrete and practical illustrations of the different elements of the framework.  A number of other resources also serve to connect the framework, and the materials supporting it, to its intellectual and evidence base including summaries of the interactions, examples of protocols, a taxonomy of the main models currently in use and a “map” of the approaches of the relevant national agencies. 
Activities

· A set of activities has been designed to enable groups to make sense of the different elements and to explore their implications for their own practice. 

Resources

· Some resources are still subject to testing and revision and may become available later.  This table provides an outline summary of the resources highlighting in particular those that have been tested for use by CPD brokers and facilitators and national agencies.
	
	
	04/04
	05/04
	06/04
	07/04
	08/04
	09/04
	10/04
	11/04
	12/04
	01/05
	02/05
	03/05

	Framework
	Principles 
	
	Tested, revised and retested with diverse audiences.
	Ready for use

	
	Core Concepts
	
	Tested, revised and retested with diverse audiences.
	Ready for use

	
	Skills
	
	Tested, revised and retested with diverse audiences.
	Ready for use

	
	Comparison
	Used as a consultation tool throughout the project, the comparison circles have been extensively tested and minor alterations suggested by the CPD board have been applied.
	Ready for use

	Illustrations
	Case Studies
	
	Tested, revised and retested with diverse audiences.
	Ready for use

	
	Video clips
	
	Tested and refined with diverse audiences, some embedded activities for further testing
	Ready for use & further testing

	
	Research 

Evidence
	Research evidence from the EPPI reviews has informed the project from the outset.  Three summaries of key research papers are available for reference.

	
	Glossary
	
	Underpins all the resources. Tested implicitly through the Framework and explicitly with the Practitioner Reference Group
	Ready for use

	Activities
	Mystery Game Secondary Version
	(NB A Primary school version has recently been developed)
	Tested, revised and retested with diverse audiences.
	Ready for use

	
	Diamond 9 Skills
	
	Tested, revised and retested with diverse audiences
	Ready for use

	
	Sorting Principles
	
	Tested recently but extensively
	Ready for use

	
	Questions for schools
	
	Developed from framework
	Ready for testing


A Framework for Mentoring and Coaching

There are four parts to the framework:
· Principles of Mentoring and Coaching

· Mentoring and Coaching: Core Concepts

· Skills for Mentoring and Coaching

· Mentoring and Coaching: a Comparison
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5. Each element of the framework is rooted in evidence taken from research
  and gathered from practice through fieldwork and consultation activities.  The elements also all address the differences that flow from working in mentoring, specialist and co-coaching contexts.
Principles of Mentoring and Coaching

6. The principles explore the characteristics of effective professional learning relationships. They apply equally to mentoring, coaching and co-coaching.  All are important and interact dynamically. They are intended as a guide to CPD leaders and facilitators in constructing a productive, challenging and supportive professional learning environment and doing so in a way that increases the coherence of effort and expertise for schools.  An overarching principle outlined in the introduction to the principles, is the emphasis on outcomes, especially pupil outcomes.

Mentoring and Coaching: Core Concepts

7. Research on mentoring and coaching tends to lack detail about the interactions at the heart of professional learning relationships.  Even the most ‘how to’ oriented texts stop short of unpacking the standard ‘Plan ( Do ( Review’ approach.  

8. Core Concepts tries to answer the following questions for mentoring, specialist coaching and co-coaching: 
      Mentoring and Coaching: A Comparison

9. The Comparison takes a look across mentoring, coaching and co-coaching and focuses attention specifically on activities.  The activities circles in the Comparison fulfil three objectives:  

· Facilitating dialogue: the circles enable practitioners, policy makers and providers to talk about what mentors, coaches and professional learners actually do rather than what they call what they do or the underpinning values;
· Exploring complexity: the circles illustrate the overlap between different kinds of practice.  They specifically illustrate, for instance, the very real possibility that mentoring and coaching might both take place within the same professional learning episode; and
· Analysing similarity and difference:  the circles set out the changes in emphasis from one context to another and support reflection on the different kinds of protocols and behaviours that might be required in each situation.

Skills for Mentoring and Coaching

10. The skills document makes explicit that becoming a mentor or coach is itself a powerful professional learning opportunity.  It is designed to: 

· inform discussions about the process of becoming a mentor or coach and the kinds of training and support that might be needed;

· enable reflection at a strategic level (whole school, for instance,) about how the development of these skills in colleagues might contribute to building leadership capacity;

· create a common language for practitioners to analyse and share their practice; and
· support target setting for those developing as mentors and coaches.
11. The skills document emphasises that a mentor or coach learns to make their knowledge and expertise (e.g. whether related to subject, a pedagogy or leadership) accessible to professional learners through active listening and skilled questioning rather than through instruction.  It also highlights the skills as a challenging continuum rather than a benchmark job description.  

The skills document also highlights the role of the professional learner and the skills they bring to the interactions.
Questions for Schools

12. We have developed a set of questions for leaders and co-ordinators of CPD in schools to use when designing or reviewing provision.  It encourages reflection upon the conditions for participation, the needs and expectations of participants, the kinds of support they need to provide and any specialist expertise they may wish to draw in from other schools or higher education, local authority or strategy specialists.  

Case Studies of Mentoring and Coaching in Practice

13. Six case studies that describe through practical detail, schools in which mentoring and/or coaching is in daily use and can make a justified claim to be having an impact. They are presented in a common format to enable comparison of different approaches.  
Research Evidence

14. Three research summaries that offer a broad range of evidence supporting the principles and skills defined within the framework.  These summaries allow practitioners to understand the evidence behind work on mentoring and coaching and the way they are specifically linked to the teachers’ continuing professional development.

Activities

15. A variety of independent activities that offer practitioners an opportunity to develop a deeper understanding of the framework and help to contextualise their understanding of mentoring and coaching in relation to their own situations.  

What have we learned about mentoring and coaching through this project?

Key message 1:  Mentoring and coaching practice is growing.  There is much enthusiasm and an emerging body of expertise.  But the language is confused, overlapping and sometimes involves 100% reversal of key terms.
16. In the absence of a shared vocabulary colleagues who facilitate CPD find the Framework a helpful way of clarifying and sharing approaches from different contexts.  The enthusiasm with which groups seize upon this opportunity suggests that the potential exists to facilitate the transfer of practice through engagement with the Framework.

Key message 2: Coaching practitioners disagree about the relative importance of process skills and specialist content knowledge.  Some discount one in favour of the other. Most agree about the importance of generating independent learning skills.
17. The extent to which a coaching relationship can be successful without specialist content knowledge depends on the CPD history of the professional learner.  Process skills alone may offer sufficient support if the professional learner starts with an accurate diagnosis of their learning needs and can draw on a wide range of resources to identify their own solutions and strategies.  Less experienced professional learners are adamant that they rely on the subject or pedagogic or context knowledge of their coach.  The willingness of professional learners to trust coaches is related to the extent to which the coach is able to make their expertise available without engaging in guidance or breeding dependency.  Co-coaching and collaborative enquiry are helpful contexts within which to establish such trust.
Key Message 3: Research evidence and leadership practice suggest that co-coaching, sometimes referred to as structured peer support or peer coaching, is an essential and rigorous component of effective CPD, but there remains a perception that co-coaching is vulnerable to the recycling of existing poor practice or may be too cosy to be effective.

18. Co-coaching that demonstrates the characteristics of effective CPD is dependent on the partners drawing down appropriate specialist knowledge.  Evidence from this project and systematic reviews also highlights the tendency of collaborative professional learners to spur each other on to more challenging goals, and to adhere to them, in order not to let each other down.     

Key Message 4: Hierarchical differences between mentors and coaches and professional learners affect the learning process.  Protocols are needed to create buffer zones to protect confidentiality and to allow trust to develop, whilst still enabling appropriate links to accountability systems.
19. All our fieldwork and consultation have highlighted anxieties about the potential for inappropriate connections between coaching and mentoring and accountability systems or imbalances in power to drive the focus of learning towards superficial performance and away from the deeper experimentation and reflection that adding new repertoire involves.  Often imbalances in power and expertise are dealt with implicitly.  Such arrangements tend to favour the more powerful or expert partner.  The principles focus explicitly on the role of learning agreements and the power of co-coaching as mechanisms for responding to such challenges.

Key Message 5: It is widely accepted that the opportunity to learn through becoming a mentor or coach has a dramatic and positive effect on the skills of the mentor or coach. This is not yet systematically exploited in CPD plans, except within a few schools active in ITT.  Learning to be a coach or mentor is one of the most effective ways of enabling teachers or leaders to become good and excellent practitioners; current practice appears to concentrate the opportunity amongst those who already excel. 

20. The National College of School Leadership (NCSL) is developing resources for the leadership of coaching that will address this issue.  The DfES Five Year Strategy for Children and Learners also highlights the central place of contributing to colleagues’ professional development in professional practice.
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Why?  �
What is the purpose?  What issues are addressed?�
�
Who?�
Who can be a mentor, coach or co-coach?  Where do they come from?�
�
What?  �
What activities are involved in mentoring, coaching and co-coaching?�
�
Where?�
In whose classroom or working space does the activity take place?�
�
When?�
At what stage in a career is coaching or mentoring most helpful?�
�
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