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A Tale of Two Districts: 
A Hypothetical
It's a Tuesday morning in February. In 
Westside School District, instructional 
coach Maria Hernandez sighs as she 
prepares for another coaching session 
with veteran physics teacher David Chen. 
Despite his 15 years of classroom 
experience and consistently strong 
student outcomes, district policy 
mandates that David receive the same 
coaching protocol as first-year teachers. 
Last week, he politely sat through Maria's 
presentation on basic classroom 
management strategies—something he 
mastered a decade ago. Today, Maria 
needs to observe his class and complete 
the district's standard evaluation form.



"I feel like I'm wasting his time," 

Maria confides to a colleague. "And 
honestly, I could be using these hours 

to help the three new teachers who are 
really struggling."






David Chen

Meanwhile, across town at Eastside 
School District, instructional coach 
Jamal Williams opens his laptop to 
review his coaching dashboard. At a 
glance, he can see how teachers are 
progressing with the district's new 
project-based learning initiative. The 

data visualization shows that most 
veteran teachers are excelling, while 
several first-year teachers need 
additional support. He adjusts his 
schedule accordingly, planning a 
mentorship conversation with master 
teacher Susan Park while allocating 
more time for the newer teachers who 
are still developing their skills.



Eastside implemented adaptive 

coaching two years ago, allowing 
coaches to customize their approach 
based on each teacher's experience, 
strengths, and growth areas. Their 
platform keeps coaching separate from 
evaluations while still providing valuable 
data on district-wide progress toward 
goals. Since adopting this approach, 
teacher retention has improved by 14%, 
and staff satisfaction surveys show 
coaching as a highly valued professional 
development component.


coaching Dashboard

15
Scheduled Forms

32
Completed Forms

11
Forms In Progress

|

My Staff

Aaron Parks

Adam Frey

Adam Test

Allison Brigham

Alyssa Andjelovic

Amelia Bedelia

Amir Goodman

Amy Koheeailee

David Chen, Teacher

15 years of experience  

Maria Hernandez,

Instructional Coach

coaching protocol



Why One-Size-Fits-All Coaching Falls Short
Consider these three teachers receiving identical coaching at Westside:
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Rebecca, a first-year teacher struggling with classroom 
management, receives the same amount of coaching time 

and identical feedback forms as her colleagues. She—and her 
students—would benefit from more frequent check-ins and 
modeling of specific techniques, but the standardized program 
doesn't allow for this flexibility.

Michael, in his fifth year of teaching, has mastered the basics 
but is interested in diving deeper into formative assessment 
strategies. The district's coaching program focuses heavily on 
fundamentals, leaving him feeling unchallenged.

Eleanor, with 18 years of experience, finds herself disengaged 
during mandatory coaching sessions covering topics she could 
teach herself. Her expertise goes untapped and 
underappreciated while her time is consumed by requirements 
that don't acknowledge her advanced skill level.

According to a study by RAND, only about one-third of teachers reported having 
access to individual coaching provided by their district. The same study found that 
newer teachers (those with five years of experience or less) were more likely to 
receive coaching than their more experienced counterparts—yet these newer 
teachers also reported less access to other important relational supports, such 

as positive relationships with colleagues or feelings of belonging.


This approach creates significant problems that impact teacher growth, 
satisfaction, and ultimately, retention.

https://www.rand.org/content/dam/rand/pubs/research_reports/RRA800/RRA827-15/RAND_RRA827-15.pdf
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When coaching fails to account for career stage, teaching context, and individual 
strengths and challenges, the consequences are predictable:


1 Disengagement: Teachers tune out when coaching doesn't address 
their specific needs

2 Resource misallocation: Time and expertise are distributed equally 
rather than equitably

3 Lost potential: Veteran teachers' expertise remains unharnessed, 
while struggling teachers don't get sufficient support

4 Retention challenges: Teachers seek environments where their 
growth is supported in meaningful ways

 ️Quick Win: 3 Questions to Determine if 
Your Coaching Program Needs Differentiation

Ask yourself:

Do coaches find themselves providing the same 
support to both new and veteran teachers?

Have teachers expressed frustration about 
coaching that doesn't meet their specific needs?

Do you lack visibility into how coaching aligns 
with broader district initiatives?

If you answered "yes" to any of these questions, 
your district would likely benefit from a more 
adaptive approach.
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Understanding 
 and 

Teacher Career 
Stages Needs
Effective coaching starts with recognizing that teachers move through distinct 
developmental stages, each requiring different types of support. While individual 
journeys vary, most educators progress through four general phases:

Career Stage Typical Characteristics Primary Coaching Needs

Focused on classroom 
management, lesson planning 
basics, and day-to-day survival

Novice 

(Years 0-3)

Frequent, directive coaching with 
concrete strategies, emotional 
support, and confidence building

Establishing teaching identity, 
expanding instructional 

repertoire, and developing deeper 
content knowledge

Emerging 

(Years 3-5)

Regular coaching focused on 
reflection, expanding strategies, 
and developing autonomy

Instructional confidence, seeking 
advanced techniques, and possibly 
taking on leadership roles

Established 
(Years 5-10)

Collaborative coaching focused 

on refining practice, 

subject-specific pedagogy, and 
evidence-based innovation

Wisdom of practice, potential 
mentor to others, may be 
exploring new challenges or  

at risk of stagnation

Veteran 

(10+ years)

Less frequent but deeper 
coaching centered on renewal, 
professional a influence, and 
transformative practice
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Collaborative Goal Setting:
Many effective coaching relationships start with collaborative goal-setting 
conversations where teachers identify their own growth priorities. This 
teacher-driven approach increases buy-in and ensures coaching addresses 
what matters most to each educator.

Observation-Based Coaching:

Skilled instructional coaches often begin by observing classroom practice to 
identify specific growth areas, then tailor their coaching to address observed 
patterns. This observation-feedback cycle ensures coaching remains relevant 
to the teacher's current classroom reality.

Skill-Specific Differentiation:
Teachers may be at different development stages across various 
instructional domains. For example, a teacher might have veteran-level 
classroom management skills but need emerging-level support with 
technology integration or new curriculum implementation.

Interest-Based Specialization:

As teachers develop, they often cultivate unique interests and specialties. 
Adaptive coaching can support teachers in pursuing advanced expertise in 
areas of passion, from project-based learning to trauma-informed practices.

In a study of two Tennessee school districts that succeeded in improving math 
achievement despite national declines, researchers pointed to coaching as a key 
factor. Veteran teacher Jamie Gallimore explained to a Hechinger reporter that after 
working with the district math coach, "Instead of throwing out questions to the whole 
class, now I more often call on individuals...The tactics have helped keep my students 
engaged." The coaching was personalized to her established teaching practice rather 
than following a rigid protocol.



While the career stages framework provides a useful starting point, truly personalized 
coaching goes beyond just years of experience. Effective adaptive coaching should 
incorporate multiple approaches to personalization.

https://hechingerreport.org/these-districts-are-bucking-the-national-math-slump/?utm_source=The+74+Million+Newsletter&utm_campaign=ccd401587b-EMAIL_CAMPAIGN_2024_07_08_05_36_COPY_01&utm_medium=email&utm_term=0_-a2f2baef9c-380039310


K-12 Coaching: Personalized Support That Sticks 7

It's also important to note that differentiation isn't just about years of experience. 

The RAND study found that 48% of teachers of color reported experiencing negative 
treatment based on their perceived race or ethnicity, compared with only 25% of 
white teachers. This suggests coaches need additional awareness of how identity and 
school climate impact different teachers' experiences and needs. Effective adaptive 
coaching must acknowledge these different lived experiences and create safe, 
supportive spaces where all teachers can thrive professionally. Rather than placing 
the burden on teachers to "cope" with negative treatment, coaches should work to 
understand each educator's unique context and partner with leadership to create 
more inclusive school environments.



When implementing district-wide initiatives, like a new curriculum or instructional 
approach, differentiation becomes even more crucial. Teachers at different career 
stages will need varying levels of support to successfully implement the same 
initiative. Having tools that allow leaders to visualize implementation patterns can 
help target coaching resources where they're most needed.


Coaching Conversation Starter Template

Download our Coaching Conversation Starter Template for 
question prompts customized to each teacher career stage

Download

https://acrobat.adobe.com/id/urn:aaid:sc:US:8a1ac6fc-8d4b-40eb-a310-3192b34d34be


The Adaptive Coaching Framework
Adaptive coaching uses a flexible approach that responds to teachers' specific developmental 
stages, strengths, and growth areas. Rather than applying the same formula to everyone, it 
adjusts four key dimensions of coaching to match each teacher's needs:

1 Coaching Style

� Directive: Clear guidance and specific strategies (often best for 

novice teachers)

� Collaborative: Joint problem-solving and shared decision-making 

(often effective for emerging and established teachers)

� Facilitative: Guided reflection and self-directed growth (often 

appropriate for veteran teachers)

2 Frequency and Duration

� High-touch: Weekly or biweekly observations and feedback (typically 

for novices or teachers working on specific challenges)

� Moderate: Monthly check-ins with more extended planning sessions 

(often right for emerging teachers)

� Low-touch: Quarterly deep dives or as-needed consultations (often 

sufficient for veteran teachers)

3 Frequency and Duration

� Foundation: Classroom management, lesson structure, assessment basics

� Refinement: Subject-specific pedagogy, differentiation, advanced assessment

� Innovation: Action research, leadership development, mentoring others

4 Format

� Structured: Established protocols and clear expectations

� Flexible: Customizable approaches that adapt to emerging needs

� Teacher-led: Self-directed inquiry with coach as thought partner
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The power of this framework lies in its responsiveness to individual needs while 
maintaining consistency in quality. A novice teacher might receive weekly, directive 
coaching focused on classroom management using structured protocols. A veteran 
teacher might engage in quarterly, facilitative sessions focused on action research in 


a teacher-led format.



This differentiation isn't about providing less support to experienced teachers—it's about 
providing the right support to each teacher. And importantly, it creates a clear separation 
between growth-focused coaching and evaluative observations, allowing teachers to take 
risks and try new approaches in a safe, supportive environment.
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Implementation Strategies That Work
Moving from a standardized to an adaptive coaching model doesn't happen 
overnight, but thoughtful implementation can make the transition smoother 
and more effective. Here are key steps to consider.

1. Establish Clear Career Stage Distinctions


Beyond simply counting years of experience, consider 
developing profiles that account for a teacher's actual 
development level in different domains. A teacher might 
have 15 years of experience but be a novice in a particular 
instructional approach being implemented district-wide. 
Flexible coaching systems allow for this nuance.

2. Align with District Initiatives


Effective coaching should connect to broader district 
goals and priorities. When implementing new programs 

or instructional approaches, create differentiated 
coaching plans that recognize teachers will need varying 
levels of support to reach the same destination. Data 
visualization tools can help leaders quickly identify 
patterns, showing where implementation is strong and 
where targeted coaching might be needed.

3. Separate Coaching from Evaluation

Creating a culture of growth requires teachers to feel safe 
experimenting with new practices. Establish clear 
boundaries between non-evaluative coaching and formal 
observations. While both can inform one another at 

a systems level, keeping them separate for individual 
teachers enables more authentic growth and risk-taking. 
This separation was a key factor in IDEA Public Schools' 
success with their coaching program across 91 schools, 
allowing teachers to take risks and try new approaches 

in a supportive environment.

1a: Demonstrating Knowledge of Content and Pedagogy

Ineffective

Developing

Effective

Highly Effective

Allow the teacher to see these comments

Knowledge of Grade Level Content: There is evidence that 

the teacher has procedural and conceptual understanding 

of the content. The teacher can connect essential concepts 

of one discipline to other essential concept within and 

outside of the discipline.

Classroom Observation

District goals

Classroom Management

Individualizing Curricul...

Delivery of Instruction

Monitoring and Assessment

5/30

7/30

2/30

11/30

New Goal

Staff

Aaron Parks 
Sixth Grade Science

Adam Frey 
First Grade Reading

Allison Brigham 
Third Grade Math

Alyssa Andjelovic 
Second Grade Science

Amir Goodman 
Special Education

Barbara Delia 
Fourth Grade Math

Goals

4

1

0

2

3

0

Career 

Stage

Emerging

Novice

Veteran

Novice

Emerging

Emerging

Formal 
Observation

1/2

1/2

2/2

0/2

2/1

2/1

Summative 
Evaluation

0/2

0/2

1/2

0/2

2/2

0/2

https://www.schoolstatus.com/resource/idea-public-schools-case-study
https://www.schoolstatus.com/resource/idea-public-schools-case-study
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4. Track Coaching Momentum

To ensure your adaptive coaching approach is making a 
difference, implement systems to track coaching frequency, 
focus areas, and teacher growth over time. Look for patterns 
in the data: Are certain grade levels or departments showing 
more rapid improvement? Are particular coaching strategies 
yielding better results? Use these insights to continuously 
refine your approach.

5. Foster Reflective Practice

The ultimate goal of adaptive coaching is to develop 
teachers who can reflect on their own practice and guide 
their continued growth. Create structures that gradually 
release responsibility to teachers as they develop, such as:

� Self-assessment protocols aligned to coaching 
frameworks


� Peer observation opportunities


� Teacher-led goal setting and progress monitoring


� Mentor relationships between master and novice teachers

Teacher Growth Mindset Journal

Download our Teacher Growth Mindset Journal template 
to support reflection, goal-setting, and progress tracking

Download

As Josh Snyder, Director of Learning at Wahoo Public Schools shared after 
implementing an adaptive coaching system, "We are making a huge shift in our 
thinking and planning for professional learning opportunities. We now think about 
each educator and what they need, much like we ask teachers to differentiate."

GOAL TIMELINE

Submitted on Feb 14

Goal-Setting

Not yet started

End of Year Summary

Submitted on Dec 11

Mid-Year Checkpoint

Started on Oct 12

Not yet achieved

Teachers rated developing

Aaron Parks

Adam Frey

Allison Brigham

Alyssa Andjelovic

Amir Goodman

8

5

3

3

4

https://www.schoolstatus.com/wp-content/uploads/Tool-Teacher-Growth-Mindset-Journal-from-SchoolStatus.xlsx
https://www.schoolstatus.com/resource/wahoo-public-schools-case-study
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A Tale of Transformation

Remember our hypothetical Westside School 
District, where veteran teacher David Chen sat 
through basic classroom management training 
he didn't need?




Let’s imagine that after struggling with teacher turnover and mediocre satisfaction 
ratings, Westside administrators took a hard look at their coaching program. They 
realized their standardized approach wasn't serving anyone well—new teachers 
weren't getting enough support, while veteran teachers were disengaging from 
professional development altogether.



Working with their instructional leadership team, they implemented an adaptive 
coaching framework supported by intuitive tools that provided clear visibility into 
district-wide patterns. Now, coach Maria Hernandez can quickly identify which 
teachers need specific kinds of support through data visualizations that show 
implementation of district initiatives. She meets with David Chen just once 

a quarter for deep, reflective conversations about his advanced practice. He's 

taken on a teacher-leader role, mentoring new science teachers using the same 
differentiated approach.



Meanwhile, Maria has redirected her time to providing more intensive support 

to struggling first-year teachers, who are showing marked improvement. The 
district's coaching log allows leaders to track the impact of these changes, 

showing a clear connection between differentiated coaching approaches and 
improved teaching practices.

The results: an increase in satisfaction with professional development 
and stronger mid-year retention numbers.



Better Attendance, Better Outcomes: How Digital Tools Help Students Show Up and Succeed 10

Real-World Success Stories
These kinds of transformations are happening in real districts across the country. 
Berwyn School District 100, a school district in Illinois, has seen remarkable results 
since implementing an adaptive coaching approach. As their Director of Instructional 
Innovation shared: "SchoolStatus Boost Coach lets us measure how time is spent—co-
teaching, modeling, planning—and gives us insight into how coaches are progressing 
through cycles. It makes the invisible work of coaching visible." The platform has 
helped them create and maintain a high-performing coaching program that supports 
teachers the individual needs of teachers.



Similarly, Wahoo Public Schools in Nebraska transitioned from a rigid, one-size-fits-all 
Google Forms approach to a flexible system that allows for differentiated coaching. 
Their Director of Learning notes, "We are making a huge shift in our thinking and 
planning for professional learning opportunities. We now think about each educator 
and what they need, much like we ask teachers to differentiate."

Ready to Get Started? 

Your district can experience this kind of transformation, 
too. By recognizing that teachers—like students—learn 
best when instruction meets them where they are, you  
can create a coaching program that truly supports  
growth at every career stage.



 can help you implement adaptive 
coaching with purpose-built tools that separate 
observations from coaching, provide data visualization  
for tracking district-wide initiatives, and offer coaching  
logs that show real momentum. 



Ready to see how SchoolStatus Boost can support your 
journey toward adaptive coaching? 

SchoolStatus Boost

Request a demo today!

https://www.schoolstatus.com/resource/idea-public-schools-case-study
https://www.schoolstatus.com/resource/idea-public-schools-case-study
https://www.schoolstatus.com/resource/wahoo-public-schools-case-study
https://www.schoolstatus.com/request-a-demo?utm_source=ebook&utm_medium=content&utm_campaign=ebook_k12_coaching_personalized_support_that_sticks&utm_content=ebook_k12_coaching_personalized_support_that_sticks



