
The Instructional Coach’s 
“better than  

goal setting”  
guide



“better than goal setting” guide
before you begin 

Before you begin this process with teachers, there are a few things you can do to ensure it will be as 
effective as possible.  

1. Put your game face on.  
If a teacher tries to move the conversation to “But these kids-“, it is your job as a coach to move 
them back to something productive. Try saying… 

• If that’s the struggle our kids are having, what change can we make to support them in 
growing? 

• The only person we can control in the classroom is ourselves. What can we do differently to 
respond to this problem? 

• How can we create a different environment to where that’s not a problem? 
• Is there something we can do differently to prevent that from happening? 

2. Know your teachers.  
Some of the components of this process include creating a (realistic) plan and setting up check-
ins. If you don’t know your teachers well, you won’t know how much support or scaffolding they’ll 
need to actually follow their plan, or what kinds of check-ins might serve them and their kids 
best. You also might walk into a mine field if you’re not sure what kinds of challenges your teachers 
are already having. 

3. Look at data or student work.   
Make sure that you and your teachers know where your students are strong and where they 
are in need of growth. Focus your efforts on the areas that need to grow. 

4. Prepare your tools.  
This includes any resources that might help teachers figure out what decisions they’d like to make 
and anything that can help them create a realistic plan. 
Possible tools include… 
* Data 
* Student work samples 
* Planning calendars 
* Classroom schedules 
* Curriculum guides 
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STEP 1: MAKE A DECISION 

It’s best when this is a decision that comes from teachers. You can decide whether it’s a grade level 
decision or if each teacher will make a decision of their own. But either way, make sure that they 
believe in and agree to this decision. If you try to force a decision on an individual or group of 
teachers, it will not create change. It will create resentment, though! 

The important thing is that this decision represents an action the teacher will take. We’re not 
formatting this as a goal for a reason. You can start by looking at data and student work, but that’s 
not the end game of this conversation. Keep them moving until they make a decision of an action they 
will make. Avoid, “My students will…” That’s obviously what we want, but we can’t control students. 
The only way to make change happen is to ask, “What will I do differently?”  

To get teachers thinking about this, ask them to consider: 

* What is something you believe would make a difference for your students, but you haven’t found 
the time to do it? 

* Have you learned something in a professional development that you’d like to try out? 
* Where are your students stuck? What can we do differently to help them grow? 

Make sure the decision is an action teachers can take such as… 
* I will utilize fluency folders for 10 minutes every day. 
* I will meet with all of my guided reading groups every week. 
* I will model writing in front of my students instead of putting up a finished piece to discuss. 
* I will communicate with students’ parents on a weekly basis about their behavior. 
* I will analyze the data from each math assessment to plan for remediation and review. 
* I will use a hands-on strategy to introduce each new math concept. 
* I will integrate reading strategies into my science instruction every week. 

It has to be something that is easily evaluated. Teachers need to be able to ask themselves, “Did I 
do it or not?” 
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STEP 2: MAKE A [REALISTIC] PLAN 

Plans are probably the most important part of this process. Without a plan, everybody will pat 
themselves on the back for making great decisions and then they won’t actually do anything 
differently in their classrooms. A plan is the key to making action actually happen. Without a plan, 
decisions are wishes. 

Realistic plans include specific steps and dates to roll out those steps. They take reality into 
consideration. Instead of expecting the ten minute fluency read to magically fit into their existing 
schedule, get real! Look at their schedule and figure out what’s getting bumped so you can fit this in. 
If you try to cram 100 minutes into 90 minutes, no one will be happy, and teachers and kids will be 
unsuccessful. 

Here are some things to think about when creating your plan. 

* Is this best for kids? 
* Do we need to learn more about this, or are we ready to start?  
* What kind of support is needed from the instructional coach or administration? 
* Why haven’t we done this before? What obstacles get in the way? 
* What materials do we need to make this happen? 
* What time of day will we do this? 
* How frequently will we do this? 
* What will we do if we have am unexpected change in our schedules? 
* When is a good time to check in to make sure the plan is working? How will we conduct that check 

in? 

STEP 3: TAKE ACTION! FOLLOW THE PLAN! 

Obviously, this step has to be undertaken by the people who are working with kids, right? But you 
might have some components that you can support teachers through. You may find resources to 
make rolling out the plan a little less stressful. You could pop in and ask how it’s going, just to see if 
they need any additional support. You can model, coteach, or confer with students. You can take a 
photo or a video of the initiative in action in one teacher’s room and send it to the others, to give 
them an idea of what they can do to make it work. 

Basically, your job is to support teachers in making the plan happen.  
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STEP 4: CHECK IN. 

Ok, remember when I said that the most important step was step 2? Well, this one is a close 
second. Your job as the coach in this situation is to support teachers by providing the check-ins that 
they need. I’ve actually had teachers tell me, “I know we all know we’re supposed to do guided 
reading regularly, but when I know you’re going to check on my binder and my lessons, it reminds me 
to make sure I’m consistent.”  
Some teachers don’t love it when you check in, but if that’s part of your job as determined by your 
administration, it’s still got to happen. So here are a few ways you can check in. 

* Verbal Check-in: Ask, “How’s our plan going?” This works well for some teachers, but not for 
others. Use your best judgment and your knowledge of your faculty to determine whether this will 
work! 

* Lesson Plans: Have teachers provide you with a copy of a lesson plan that shows they planned for 
the action. (Good for some plans, but not for others - it doesn’t actually tell you that they did it. 
Sometimes this is used to pretend that something is happening when it’s not.) 

* The Pop-In. This is exactly what it sounds like. Ask teachers to submit their schedules to you, or 
look at the plan so you can see when the lesson or initiate was supposed to take place. Then just 
“pop in” when you expect to see the lesson in action. This will give you an idea of what it really looks 
like, and whether it’s happening. Of course, it is possible that you might pop in on a day that’s not 
great. You might have to pop in a few times to get a good idea of whether it’s happening or not. 

* Work samples: Schedule a follow-up PLC. Have teachers bring samples of the student work 
associated with the lesson or initiative. 

* Photo Feature: Teachers will submit photos of the lesson or initiative in action. They can post them 
on a bulletin board outside their room or text or email you. The best part of getting emailed or 
texted photos is that you can feature those teachers and their work in a school newsletter, at a 
faculty meeting or at a professional development. This can help other teachers get ideas about 
what this initiative could look like, or to remind them that they should try it! 

Want to win a free Buzzing with Ms. B coaching resource? 
If you try any of these tips, or the handout included in this resource, take a quick photo of it. 
Post it to Instagram with the hashtag #buzzingaboutcoaching and tag me @buzzingwithmsb. 
You’ll be entered into a monthly giveaway of a free coaching resource from my TpT store!
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better than goal setting
Instead of setting resolutions we’ll all forget anyway, let’s make a plan and take action.

1. Make a decision: what habit or action will you take this year to positively impact your instruction or 
school? 
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2. Make a realistic plan. What do you need to have in place to make this happen? Include steps, time 
frames, and dates that will help you stay focused and on track. 

3. Take action! Follow your plan. 

4. What checkpoints will help you follow through? 
Set dates and actions of checkpoints. 



sample worksheet



Terms of Use:  
Single Coach License

• Use this product on your own 
campus. 

• Make enough copies for your 
own school. 

• Direct others that would like 
to use this resource to my 
site to purchase and 
download it for themselves, 
OR purchase enough licenses 
for those who want to use it 
(available on site). 

• Save this file to your personal 
or school computer.

You May... You May Not...
• Benefit financially from this 

product, in whole, or in part. 
• Copy or distribute this product 

for teachers or schools other 
than your own. 

• Share this product with others 
(your entire team, district, etc.) 
without purchasing an extra 
license or directing them to my 
site to purchase it themselves. 
Each coach requires their own 
license. 

• Post any part of this product file 
online for free or sale, including 
shared drives or cloud services. 

Each page of this document is copyright Chrissy Beltran, Buzzing with Ms. B. 
All rights reserved by author. This product is to be used by the original 
purchaser only. Copying for more than one teacher or classroom, or for an 
entire department, school, or school system is prohibited. This product may 
not be distributed or displayed digitally for public view, uploaded to  
school or district website, or distributed via email, or submitted  
to file sharing sites such as Amazon inspire. Failure to comply  
is a copyright infringement and a violation of the Digital  
Millennium Copyright Act (DMCA). Intended for single  
school and personal use only.



Thank you for downloading my resource! I hope it meets a 
need in your classroom and that your students are engaged 
in their learning! Follow my store for updates on new 
resources: Instructional Coaching, TEK-aligned resources, 
Book Units, Science Units, Writing Minilessons, Reading Skills 
and Strategy Instructional Tools and more!  
Contact me at chrissy@buzzingwithmsb.com

Clipart, Frames, and Fonts provided by...

Follow me for updates!Do you know how to earn free points 
toward TpT purchases? In your your 
TpT account, click “My Purchases”. Then 
click “Provide Feedback”. Each time you 
provide feedback, you’ll earn points that 
you can use towards TpT items on your 
next purchase! Provide feedback and 
save money!

All photos in this resource were taken by myself or Fernie 
Ceniceros, fcenicerosphoto@gmail.com
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Other coaching resources you might enjoy!

This instructional coaching MegaPack is 
hundreds of pages full of forms, printable and 
fillable, organizational tools, and structures for 
helping you coach your teachers! BONUS: 15 
different styles of binder covers, calendars, 
and spines!

The instructional Coach’s Book of Plans & Lists is 
over 35 pages of checklists and planners to help 
you tackle all of your coaching responsibilities! 
Planning PD, getting organized, providing support 
to teachers and more!

The Start-Up Guide to Instructional Coaching 
is an easy-to-read and easy-to-implement 
guide to get your coaching journey started off 
on the right foot! Begin with confidence with 
the tips from this book!

Save HOURS of planning with the Instructional 
Coach’s PD Kit! This resource includes everything you 
need to decide on, plan, facilitate and evaluate 
professional development! It includes icebreakers, 
editable slide show presentations, editable handouts 
and surveys, and a PD Guide!

http://bit.ly/1LPMVjb

http://bit.ly/2mfl47Q

http://bit.ly/1PEwAAJ

https://bit.ly/2UJNkyV

http://bit.ly/1dePFe3
http://bit.ly/2mfl47Q
http://bit.ly/1PEwAAJ
https://bit.ly/2UJNkyV


Read more about coaching on the blog!

How to stay organized = how to stay 
sane!

Four tips to help you get started!

How can you reach teachers? Read about 
different structures for instructional 
coaching.

Enter to win a  
free coaching resource 

in three easy steps! 

1. Take a photo of your Buzzing with Ms. B 
coaching resource in action! 
2. Head over to Instagram and post your 
photo. 
3. Hashtag it #buzzingaboutcoaching 

You can tag me too, @buzzingwithmsb 
You’ll be entered to win a monthly giveaway 
of a coaching resource!

https://bit.ly/2OS7bsf

http://bit.ly/1WvfmK6

http://bit.ly/1ULIeft

https://bit.ly/2OS7bsf
http://bit.ly/1WvfmK6
http://bit.ly/1ULIeft

