

ECT Mentor Programme: Moving beyond instructional coaching
Estimated time to complete: 30 minutes
​	​These materials are intended for use by those who design and deliver a school-led Early Career Teacher programme. Opportunities for schools or trusts to add detail relevant to their context have been identified in red font.  		This self-study material is for mentors supporting early career teachers. 	


 


Introduction
This self-study is aimed at mentors who want to develop a wider range of coaching skills to support early career teachers (ECTs) as their confidence grows. 
You’ll know from your own experience that early coaching often starts with clear, specific steps and a more directive approach. That’s useful when practice is still developing. But over time, ECTs will need something more flexible; coaching that adapts to their strengths, needs, and context. 
This module gives you the chance to reflect on how your mentoring is evolving and when to step back, lean in, or shift your role entirely. You’ll explore how to personalise coaching while staying responsive, and how to support sustained, meaningful development over time.

Overview
​In this self-study you will have the opportunity to learn more about the following: 
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[bookmark: clarifyinginstructionalcoaching]Clarifying instructional coaching before moving beyond it
Approximate time to complete: 6 minutes 
Before moving beyond instructional coaching, it’s important to reclarify what it actually is. You’ll likely have encountered versions of it, as a trainee, in CPD, or through mentor conversations, but not all of them reflect the full, evidence-based model. 
Some become diluted, rushed or overly directive. As David Weston (2021) warns, these ‘lethal mutations’ undermine its impact. To build on instructional coaching well, we first need a shared understanding of its core purpose and principles.
So, what is instructional coaching?
At its heart, instructional coaching is a highly structured, deliberate form of professional development designed to help teachers improve specific elements of their practice through targeted feedback, modelling, and practice (Farndon, 2019; Knight, 2007). It draws heavily on research around deliberate practice (Ericsson & Pool, 2016) and the kinds of coaching used in other high-performance professions like sport and medicine.
What makes it different from more generic coaching approaches is that the coach often takes a more directive role; not because the teacher lacks agency, but because certain elements of expert practice are not yet embedded and need to be taught explicitly (Farndon, 2019). A teacher might know that they want to improve their questioning, but without structured support, they won’t necessarily know how to do that in real-time with 30 pupils in front of them.
This is where an example such as the ‘See it, Name it, Do it’ model comes in, widely used across the Uncommon Schools Network (2018). It provides a tight, clear sequence:
· See it: observe a model of what good looks like
· Name it: break it down into concrete, identifiable actions
· Do it: practise that action repeatedly in controlled conditions
This kind of granular, focused practice isn’t about ‘getting everything better at once’. Instead, it's about choosing one high-leverage step that will make a meaningful difference to pupil learning and focusing on that until it sticks. ​
Why does it work?
Instructional coaching works because it supports small, frequent improvements. As Farndon (2019) explains, it helps teachers unpick habits, build new ones, and repeat them until fluent. It’s not just talk—it’s action, built on observation, modelling, rehearsal and feedback.
The Education Endowment Foundation (EEF, 2021) has highlighted coaching as one of the most effective CPD approaches. Kraft et al. (2018) found that when it’s sustained and embedded, it can have double the impact of many other forms of professional development. However, it only works when the core elements are in place:
· Diagnosis
· Modelling
· Rehearsal
· Feedback
· Deliberate practice
As you will know expert teaching is built on strong mental models. These develop through:
[image: A horizontal diagram with three connected rectangular boxes and arrows between them. The first box is labelled ‘Study’ – representing how teachers build an evidence-informed understanding of what makes teaching effective. An arrow points to the second box, ‘Practise’ – where teachers apply this understanding in their own context through repeated implementation, building fluency and consistency. A second arrow points to the final box, ‘Iterate’ – where teachers reflect on pupil impact, refine their mental models, and adapt their teaching to improve over time. The full sequence shows how expert teaching is developed through ongoing study, practical application, and responsive improvement.]
· Study – Build an evidence-informed understanding of the components of effective teaching. 
· Practise – Put this evidence to work in their context and repeatedly implement building towards fluency and fidelity. 
· Iterate – Continually evaluate (against pupil impact) and improve their mental models, adaptive expertise and actions.
What instructional coaching is not
It’s not:
· A chat after an observation with a few loose suggestions.
· A general nudge to ‘try something new’.
· A one-off or a performance management tool.
What does it look like when it goes right?
Imagine an ECT struggling to get pupils responding in full sentences. A coach:
· spots missed modelling opportunities
· sets a clear next step: e.g. use ‘My Turn, Your Turn’
· models it, supports scripting and rehearsal
· observes the ECT, then revisits and practises again
That loop, target, model, rehearse, do, redo, is what makes instructional coaching so powerful (Farndon, 2019; Deans for Impact, 2015).
How deliberate practice connects to this
Deliberate practice, isn’t just repetition. It’s focused, broken down, and followed by feedback (Deans for Impact, 2015; Ericsson & Pool, 2016). It might mean:
· practising concise instructions
· rehearsing wait time routines
· planning transitions from paired to whole-class work
Instructional coaching provides a space to break teaching down and build expertise in the right way. 
When you may need to move beyond it
Instructional coaching isn’t the destination, it’s the foundation. Once your early career teacher (ECT) has built fluency in core techniques, the focus needs to shift. They’ll need help moving from simply doing what works to understanding why it works, and when to apply it.
This is the shift Peps Mccrea (2018) calls moving from naïve execution to expert enactment. Teaching expertise depends on adaptive judgment making effective choices based on:
· goal setting – understanding what success looks like for these pupils
· situational awareness – spotting what matters in the moment
· interpretation – diagnosing what pupils need
· forecasting – anticipating what to do next
· enactment – putting decisions into action
This matters for you as a mentor. Something like ‘See it, Name it, Do it’ may have helped early on, but rigidly sticking to that structure could limit your ECT if they’re ready to reflect, adapt and make choices. Moving beyond doesn’t mean leaving instructional coaching behind, it means applying it flexibly.
As Steplab (2022) highlight, effective coaching combines technical skill with professional judgment. That’s your role, to judge when your ECT needs modelling and rehearsal, and when they need to think, reflect, or plan independently. You need to know:
· their starting point
· what’s holding them back
· whether they need structure, challenge, or autonomy
Reflect
Reflecting on the content of this section, consider:
· To what extent does your current approach to instructional coaching stay true to its core principles? How confident are you that your early career teacher is receiving structured, focused support that builds towards professional judgment?
· What specific adjustments might you need to make to your coaching practice to ensure that it lays the right foundations, so that when the time comes, you can confidently move beyond it?
	Schools and trusts can adjust the reflective question to suit their specific context and focus.
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Moving beyond instructional coaching
Approximate time to complete: 9 minutes 
The next step in the self-study is not about discarding instructional coaching, but rather about helping you move beyond it in a way that retains its best elements. To do that well, you need to treat this not as an either/or decision, but more as a spectrum. As Peps Mccrae (2025) reminds us, development works best when we focus not just on the strategy being used (e.g. coaching or mentoring), but on the quality of the ingredients within it. The same is true here.
Holding onto the principles that work
Just because your early career teacher is progressing and becoming more confident doesn’t mean you stop using instructional coaching techniques altogether. Several core elements remain useful throughout a teacher’s career, particularly:
· Clarity of focus: Effective coaching still requires identifying the ‘highest-leverage’ action that’s going to improve teaching and learning the most. This aligns closely with the ‘Identify’ and ‘Prepare’ stages from Deans for Impact (2015) and is echoed in Steplab’s first key mechanism of diagnosis (Steplab, 2022).
· Modelling and rehearsing: These remain powerful tools, not just for showing how something is done, but for breaking complex teaching into manageable, observable chunks. This is directly supported by the EEF’s mechanisms such as ‘Modelling the technique’ and ‘Rehearsing the technique’ (EEF, 2022).
· Feedback and iteration: Effective coaching conversations—whether they’re structured around instructional coaching or more adaptive models—continue to rely on high-quality feedback loops. This includes both affirming progress and prompting targeted improvement (see EEF’s mechanisms 5 and 9).
These techniques, if used with skill and adaptability, can stay in play. What changes is the level of directiveness, the degree of teacher autonomy, and the way you balance technique development with professional judgment.
Why move beyond?
As Weston (2021) and Coe (2023) argue, sticking too closely to a one-size-fits-all model risks alienating teachers who already have deep classroom experience or a strong sense of autonomy. For instance, a former teaching assistant with ten years of classroom experience may need far less modelling and may benefit more from problem-solving dialogue. Similarly, a teacher gaining confidence may become more motivated by opportunities to reflect and take ownership of their development rather than being given action steps by default.
Steplab (2022) reminds us that teaching expertise isn’t just about technical execution, it’s about using professional judgment in complex, fast-moving environments. That requires teachers to develop across five domains:
1. Goal-setting: Identifying meaningful aims for pupils and for themselves
2. Situation awareness: Noticing the right things in the classroom
3. Interpretation: Understanding what they notice in light of goals
4. Decision-making: Choosing appropriate responses
5. Enactment: Acting effectively under pressure
Instructional coaching can help automate some of these skills, but not all. Moving beyond it gives you more space to develop your ECT’s judgment and reflection across a wider range of situations.
Bringing in the six essential ingredients
Peps Mccrea’s (2025) ‘six essential ingredients’ provide a valuable lens for any mentor, regardless of the coaching model you use. Here’s a reminder of what these are:
1. Get it – understanding the science of learning and teaching
2. See it – seeing what that looks like in practice
3. Try it – engaging in rehearsal and contextualisation
4. Keep it – embedding it into routine and fluency
5. Fit it – tailoring support to the individual’s context
6. Own it – ensuring motivation and follow-through
When moving beyond instructional coaching, these six steps help keep your coaching grounded. For example, even if you are now using a model that encourages more co-construction, you still need to help the teacher understand what they’re trying to achieve (Get it) and help them plan how they’ll build fluency (Keep it). It’s not about starting again. It’s about weaving in greater autonomy, reflection, and adaptability without losing the core structure that supports effective development.
Integrating with the EEF mechanisms
Similarly, the Education Endowment Foundation (2022) identifies 14 mechanisms that underpin effective professional development. As you evolve your approach, it’s worth considering how your practice as a mentor supports these mechanisms. For example:
· Mechanism 3: ‘Setting and agreeing on goals’ aligns with the co-constructed goal-setting that sits at the heart of models like GROW.
· Mechanism 6: ‘Instructing teachers on how to perform a technique’ still matters, but might become more situational, offered when needed rather than always assumed.
· Mechanism 12: ‘Prompting action planning’ becomes especially useful as ECTs begin to take more ownership and you shift from doing the planning to supporting their planning.
Using the EEF framework alongside Mccrea’s six ingredients gives you a robust scaffold for any model you choose.
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Introducing other models
Let’s look briefly at three models that mentors often use to support this shift:
GROW (Goal, Reality, Options, Way forward)
This is probably the most well-known non-directive coaching model. It begins with a focus on the teacher’s goal, explores current reality, then considers a range of options before agreeing next steps. This works well when the ECT has developed enough awareness to reflect on their practice, but still benefits from structure. It maps well onto Mccrae’s Get it (goal), See it (current reality), and Try it (options).
	Model
	Stage
	Explanation
	Build From Instructional Coaching
	Link to Effective PD

	G
	Goal
	Support the ECT to set a clear, specific goal for improvement; linked to a teaching skill or pupil outcome.
	Keeps goal-setting explicit but shifts ownership of the goal towards the ECT rather than being mentor-directed.
	Get it / Mechanism 3: Goal-setting builds clarity and direction for practice.

	R
	Reality
	Explore the current reality: what the ECT is doing now and what’s working or not, using classroom evidence.
	Continues the diagnostic strength of instructional coaching but invites more ECT reflection and input.
	See it / Mechanisms 1 & 2: Helps manage cognitive load and revisit prior learning.

	O
	Options
	Generate a range of options together, helping the ECT to consider different strategies they could try.
	Allows for a wider, less prescriptive exploration of strategies than See It, Name It, Do It.
	Try it / Mechanisms 6, 7 & 10: Builds engagement through exploring and rehearsing multiple strategies.

	W
	Will (way forward)
	Agree the next steps and build commitment—decide what the ECT will do, when and how they’ll follow up.
	Emphasises agency and motivation; moving beyond imitation to intentional, personalised action planning.
	Own it / Mechanisms 12–14: Encourages planning, repetition, and embedding of practice.


Adapted from Imperial College London ‘The Grow Model’
OSKAR (Outcome, Scaling, Know-how, Affirm and action, Review)
OSKAR builds in scaling questions and focuses on strengths and solutions. This is particularly effective for ECTs who are beginning to develop confidence and benefit from affirming what already works. It also prompts reflection and action planning (EEF mechanisms 5 and 12).
	Model
	Stage
	Explanation
	Build From Instructional Coaching
	Link to Effective PD

	O
	Outcome
	Help the ECT define a clear outcome or goal for their development.
	Shifts focus from mentor-chosen steps to ECT-led goals, increasing ownership.
	Own it / EEF: Setting goals, motivation, credible sources.

	S
	Scaling
	Ask the ECT to scale where they are now towards that goal and describe what that number means.
	Encourages ECT self-assessment and metacognition.
	Keep it / EEF: Monitoring, repetition, cues.

	K
	Know how
	Explore what the ECT already knows or has done to make progress.
	Surfaces tacit knowledge and avoids over-scaffolding.
	Get it / EEF: Revisiting prior learning, affirmation.

	A
	Affirm and action
	Reinforce what’s working and agree on concrete actions.
	Promotes autonomy and motivation while still offering direction.
	Own it / EEF: Affirmation, feedback, action planning.

	R
	Review
	Review progress together and agree on next steps.
	Keeps accountability and adaptation in view over time.
	Fit it / EEF: Context-specific repetition, feedback.


Adapted from Training Journal (2018)




STEPPA (Subject, Target, Emotions, Perception, Plan, Pace, Action)
A less commonly used model, STEPPA integrates emotions and perception into planning, which can be particularly helpful if your ECT is struggling with motivation, resilience, or confidence. It links well with the OWN IT and FIT IT stages of Mccrae’s model.
	Model
	Stage
	Explanation
	Build From Instructional Coaching
	Link to Effective PD

	S
	Subject
	Agree on the broad area of focus in the ECT’s practice (e.g., modelling, questioning, routines).
	Focus begins with teacher agency and developmental need, not mentor diagnosis alone.
	Get it / EEF: Building knowledge, setting goals.

	T
	Target
	Define a specific target within that area (e.g., reduce transition time by 50%).
	Introduces precision in defining actions but encourages co-construction.
	Try it / EEF: Rehearsing, prompts and cues.

	E
	Emotion
	Explore how the ECT feels about this challenge and what might support confidence or motivation.
	Recognises that emotion shapes engagement and progress.
	Own it / EEF: Motivation, teacher beliefs.

	P
	Perception
	Help the ECT examine how they view the issue, uncovering assumptions or barriers.
	Supports professional judgment by reframing how challenges are viewed.
	Fit it / EEF: Managing cognitive load, beliefs.

	P
	Plan
	Co-construct a step-by-step plan that breaks down actions towards improvement.
	Encourages deliberate planning – not just repeating instruction.
	Try it / Keep it / EEF: Planning, deliberate practice.

	A
	Act
	Support the ECT to follow through with actions and return for review.
	Sustains change through accountability and habit-forming routines.
	Keep it / EEF: Feedback, action planning, repetition.


Adapted from McLeod (2004) 
Each of these models still allows you to use the helpful elements of instructional coaching, such as modelling or rehearsal, but within a more flexible structure. The choice of model can be adapted to the needs of the ECT, your relationship, and the stage of development they’re at. 
Reflect
Before moving on, take a moment to reflect:
· How has your approach to coaching evolved since your early experience of mentoring? 
· To what extent does your current approach actively include the six essential ingredients (GET IT, SEE IT, TRY IT, KEEP IT, FIT IT, OWN IT)? 
· Which EEF mechanisms can you see already in your approach—and where might you develop further?

	Schools and trusts can adjust the reflective question to suit their specific context and focus. 
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Putting it into practice – moving beyond, not letting go
Approximate time to complete: 5 minutes 
In this section, you’ll be able to reflect on a short scenario. [An example scenario has been provided and schools or trusts should adapt and add to these to suit their specific focus and context. The scenarios should show how a mentor has started to move beyond instructional coaching using models such as GROW, STEPPA and OSKAR. In the scenarios you should be able to see that what changes is not the commitment to deliberate, purposeful development – that stays constant – but the level of flexibility, the role of the ECT, and the structure of the conversations.]
The shows how a mentor has started to move beyond instructional coaching using the STEPPA model. You’ll see that what changes is not the commitment to deliberate, purposeful development – that stays constant – but the level of flexibility, the role of the ECT, and the structure of the conversations. 
Scenario: Secondary – using STEPPA to build motivation and reflection
The context:
Callum is a chemistry teacher in his second term. He has good subject knowledge but is struggling to manage behaviour during practical work. His mentor, Mo, has used instructional coaching effectively to model routines and support deliberate practice. But now, Callum’s beginning to disengage. He’s implementing the routines, but they’re not landing consistently, and he’s unsure why. Mo wants to deepen his reflective practice and motivation.
The shift:
Mo starts using the STEPPA model (Subject, Target, Emotion, Perception, Plan, Pace, Action). He frames the coaching conversation with:
· What part of the lesson did you feel went well or less well? (Subject)
· What would success look like next time? (Target)
· How did you feel when the practical work started to go off track? (Emotion)
· Why do you think the class responded that way? (Perception)
· What might you plan differently? (Plan)
· How urgent is this, and what can you realistically action this week? (Pace, Action)
The analysis:
STEPPA gives space to draw out the emotional and perceptual elements of practice. Mo is helping Callum build his ‘Connection and Interpretation’ and ‘Forecasting and Decision-Making’ skills (Steplab, 2022). This builds adaptive expertise and helps Callum see classroom events as problems to solve, not just routines to follow.
At the same time, Mo is still leaning on what makes instructional coaching powerful:
He offers affirmation for progress (‘providing affirmation and reinforcement’ – EEF Mechanism 5).
He ensures goal clarity (‘setting and agreeing on goals’ – EEF Mechanism 3) and follows up with practice and feedback.
The emotional check-in builds trust and relatedness – this links to Peps Mccrae’s ‘Own it’ and helps Callum maintain investment.
Reflect
Thinking about your own mentoring practice:
· Looking at the GROW, OSKAR and STEPPA models, which elements feel most aligned with your own instincts as a mentor—and which might stretch your practice?
· How will you ensure that, as you adapt or combine coaching models, you continue to draw on the core ingredients of effective professional development from Peps Mccrea (2025) and the EEF (2022)?
· How might you begin to plan coaching conversations that keep ‘Get it, See it, Try it, Keep it, Fit it and Own it’ at the heart, while creating space for more collaborative problem-solving?

	Schools and trusts can adjust the reflective question to suit their specific context and focus.
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Approximate time to complete: 9 minutes 
As you’ve seen across this module, instructional coaching offers a strong foundation, particularly when working with early career teachers (ECTs) in the early stages of development. However, when used rigidly or without regard to an ECT’s prior experience or current progress, it can become overly directive, limiting professional autonomy and slowing the development of reflective, adaptive practice.
This activity invites you to apply what you’ve learnt by reviewing a coaching interaction that’s rooted in pure instructional coaching. 
[An example scenario has been provided and schools or trusts should adapt and add to this to suit their specific focus and context.]
In this scenario, the mentor holds most of the agency, focusing on granular action steps without checking the ECT’s view of their current practice or needs. You’ll then be asked to redesign the conversation using either GROW, OSKAR or STEPPA. In doing so, consider:
· How can I retain useful instructional coaching elements, like clarity, modelling and deliberate practice?
· How can I move beyond to offer greater professional ownership, adaptability, and alignment with the six PD ingredients (Mccrae, 2025) and EEF mechanisms (2022)? 
Context:
You are supporting Samira, an early career teacher (ECT), midway through Year 2 of the programme. Her teaching has developed well: she has secure subject knowledge, good relationships with pupils, and growing confidence in classroom routines. She has already been exploring techniques such as cold calling, wait time, and using worked examples.
You've just observed her teach a Key Stage 3 lesson introducing how to multiply fractions. Pupils were engaged, and the lesson was calm and purposeful, though a few struggled to follow the final worked example on the board.
	Mentor: “Thanks, Samira. Well done on keeping a calm tone and positive pace throughout. The cold calling really helped with engagement.”

Samira: “Thanks! I felt more confident today. I’ve been trying to improve my transitions and keep the board work tight.”

Mentor: “That’s good to hear. I’ve already picked out what we’re going to work on. During the worked example near the end, I noticed you rushed through the visual step, and some pupils didn’t get a chance to process it. I think we need to focus on how you introduce examples more deliberately. I want us to rehearse using a stepped explanation, chunking it into three visual phases. I’ll show you what I mean, and then you can script and practise it with me.”

Samira: “Oh, okay. I thought it went alright actually, but I’m happy to give it a go.”

Mentor: “Great. I’ll model one first, then we’ll draft your script together. We’ll do two rounds of rehearsal and I’ll give you some feedback in between.”




Why This Is a Moment to ‘Move Beyond’
This conversation showcases a classic instructional coaching approach:
· The mentor identifies a gap, models an improved version, then walks the ECT through rehearsal with tight guidance and feedback.
· The structure is clear, the action step is well chosen, and deliberate practice is built in.
However, it also exposes several limitations in this context:
· The mentor leads the agenda without first surfacing the ECT’s own reflections or insights. Samira’s sense of ownership is diminished.
· The ECT’s prior experience with worked examples and success in previous lessons is not acknowledged.
The approach assumes a need for precision over professional judgment. Samira is being directed to apply a technique without exploring whether the pupils’ confusion was due to the explanation, or something else (e.g. prior knowledge, task design).
Your Task
Now it’s your turn to adapt this mentoring conversation. Redesign it using one of the following models: GROW, OSKAR, or STEPPA. As you do this:
· Think carefully about how you might shift the balance of agency, giving the ECT more space to reflect and own the improvement.
· Consider where deliberate practice, modelling or feedback could still play a useful role.
· Look for opportunities to embed one or more of Peps Mccrae’s six ingredients (e.g. Get it, See it, Try it, Keep it, Fit it and Own it’) and/or the EEF mechanisms (e.g. goal setting, modelling, rehearsing, prompting reflection)

	Schools and trusts can adjust the task to suit their specific context and focus.




Example Solution
Model: STEPPA (Subject, Target, Emotion, Perception, Plan, Action)
Mentor: “Samira, let’s talk about that worked example. Before we dig into feedback, what would you say the subject of this conversation is for you, what stood out most from that section of the lesson?”
Samira: “I was focused on making it quicker because I’ve had pacing issues in previous lessons. But maybe I went too fast?”
Mentor: “Helpful insight. That brings us to the target. What would you want to improve if you were teaching that again tomorrow?”
Samira: “Probably giving more structure to the explanation. I didn’t anchor it as well as I did last week.”
Mentor: “That’s a great goal. How are you feeling about experimenting with different techniques; are you up for refining one of those anchoring strategies we discussed earlier?”
Samira: “Yes, definitely. I’ve actually tried an analogy in Year 8 that worked well.”
Mentor: “Brilliant. That’s your perception of what’s possible, and I agree. For our plan, would it help to sketch it out, and then do one quick dry run today?”
Samira: “Sounds good. I’d like to build my confidence by doing it my way first, then get feedback.”
Mentor: “Perfect. Let’s go with that for your action. You lead on drafting and we’ll rehearse it with feedback.”
Analysis
This revised conversation:
· Respects key instructional coaching elements
· It keeps a tight focus on one technique, builds toward rehearsal, and includes immediate feedback.
· Moves beyond the original model by:
· Opening with reflection rather than judgement
· Validating prior experience
· Letting the ECT shape the plan and take the lead
· Building OWN IT and TRY IT through self-generated goals
· Drawing on EEF mechanisms like ‘prompting action planning’ and ‘rehearsing the technique’
Reflect
Reflecting on your own coaching conversations:
· How might you adapt your approach when an ECT is ready for more autonomy?
· What might help you to strike the right balance between structure and professional agency, between instructional coaching and the adaptive use of other models?

	Schools and trusts can adjust the reflective question to suit their specific context and focus. 
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