
How to Effectively Coach New Teachers 1

Paul Bambrick-Santoyo
Author of Get Better Faster: A 90-Day 
Plan for Coaching New Teachers

How to Effectively 
Coach New Teachers 
And why first-year support is 
critical to everyone’s success



How to Effectively Coach New Teachers 2

Contents

Introduction 3

The Truth About Coaching New Teachers 4
The Myths 4
The Reality 5

The Principles of Coaching 5
Go Granular 6
Plan, Practice, Follow Up, Repeat 6
Make Feedback More Frequent 7

Conclusion 8



How to Effectively Coach New Teachers 3

Teacher training and professional development is 
a continual process—one that lasts throughout an 
educator’s career. So why is coaching in the first 
year so important? Although “year one” is the 
new educator’s first time delivering instruction, 
it’s also most likely the student’s only year to 
master the content.

The risk that great teaching may not happen in 
that year is one those students can’t afford for 
us to take, especially during a time when more 
classrooms in the United States are being led 
by new teachers than ever before. Nationally 
recognized sociologist Dr. Richard M. Ingersoll 
states that our nation is currently experiencing an 
overall “greening” of its teaching workforce in that 
more teachers have fewer years of experience than 
in previous decades. 

If we don’t invest in the development of today’s 
teachers, we’re putting a greater-than-ever 
proportion of our students at an unacceptable 
disadvantage. And first-year teacher development 
is paramount because it not only ensures that these 
educators will be more focused, confident, and 
capable, but also guarantees consistent student 
achievement from year to year. 

In addition to providing students with the type of 
instruction they deserve, supporting new teachers 
may also be one of the most important factors that 
determines the success and longevity of a teacher’s 
career. In fact, when schools and districts invest in 
meaningful leadership and support for their first-
year educators, these new teachers are significantly 
more likely to remain in the profession.1 

Introduction

In 1988, the common 
teacher had fifteen years 
of experience compared 
to 2008 when one-fourth 
of all teachers had been 
teaching for only five years 
or fewer.1

With good coaching, new 
teachers are more likely to 
stick around.
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The Truth About Coaching New Teachers
All teachers are ultimately motivated by their 
desire to do well by their students—even more 
so than financial incentives or any other type of 
recognition. When they feel unsupported, they 
may see little hope of accomplishing their goals 
and start-of-the-year jitters can be magnified. 
But when your newbies receive the coaching 
they need from day one, their anxiety will turn 
into confidence and they will see their hard work 
reflected in the success of their students. In the 
end, it’s a win-win for everyone: the new teachers, 
their students, and the school as a whole. 

If we want to build a generation of educators who will do their work well and passionately 
for many years to come, we need to reach them when they first come to us—not years 
down the road when their habits and strategies have already been established. The first 
year of teaching should be a fluid, organic experience fraught with trial-and-error as well 
as constructive guidance that will turn new teachers into confident and secure educators. 

So let’s break down the myths and realities of guiding first-year teachers: 

The Myths
1.   Practice Doesn’t Make Perfect, Experience Does: Many teachers say it takes at least 

ten years to become proficient at teaching. However, ten-year teachers are not all 
alike and each educator develops at a different pace for different reasons.2 It has been 
shown that effective coaching can accelerate a new teacher’s growth. In fact, great 
teaching can be learned and isn’t limited to those who have many years of experience 
under their belts. 

2.   Just Any Practice Will Make Perfect: The 10,000-hour rule popularized by Malcolm 
Gladwell says that it takes this amount of time to master any given skill. However, a 
study disproves this claim, showing that the number of hours logged practicing is an 
erratic predictor of success.3 

3.   Teachers Need to Focus on Management Before Learning Can Begin: Many educators 
believe that establishing the school culture and classroom management has to happen 
before any learning can take place. While students do thrive in an organized environment, 
management and learning is an ongoing, synchronous process. 
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The Reality 
1.   If we quickly determine what our new teachers 

need to do their best from the very beginning, their 
students will be able to learn as effectively as those 
students in the classrooms of more experienced 
teachers. 

2.   Practice does make perfect, but it needs to be 
meaningful practice. The quality of time an educator 
takes honing a skill—rather than the sheet quantity 
of time—determines their expertise.

3.   New teachers need to learn both classroom 
management and instructional skills and specific 
actions—broken down into actionable, bite-sized 
chunks—that they can implement right away to 
create a positive environment for learning. 

The Principles 
of Coaching 
There’s a great deal of focus in the field of education 
on how leaders should evaluate their teachers. But 
what’s more important than assessing how teachers 
did yesterday is making sure they will succeed today, 
tomorrow, and throughout their careers. We must 
shift our focus from evaluating to coaching—making 
sure our teachers will do dazzling work in the 
moments that matter most, when their classrooms 
are packed with students and the clock is ticking.

The three essential principles that follow don’t 
comprise everything there is to know about coaching, 
but they cover all the most basic foundational skills: 
everything you need to know to make the shift to a 
system in which teachers receive the training and 
guidance they deserve and thrive as professionals.

In Get Better Faster: A 90-Day Plan 
for Coaching New Teachers, the 
essential elements of training 
are broken down into specific 
skills and actions so you can 
support your new teachers 
without overwhelming them. It 
also provides practical training 
tools, including:

• Coach’s guide
• Agendas
• Planning templates
• Handouts
• Presentation slides
• Video clips

“Success or failure during 
the first few months 
(of teaching) is a strong 
predictor of overall 
success or failure in 
the job.” 
–Michael Watkins, author of The First 90 Days4 

https://www.wiley.com/en-us/Get+Better+Faster%3A+A+90+Day+Plan+for+Coaching+New+Teachers-p-9781119279013
https://www.wiley.com/en-us/Get+Better+Faster%3A+A+90+Day+Plan+for+Coaching+New+Teachers-p-9781119279013
https://www.wiley.com/en-us/Get+Better+Faster%3A+A+90+Day+Plan+for+Coaching+New+Teachers-p-9781119279013
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Go Granular
Lasting growth comes from working on one or 
two skills at a time—not everything at once. It’s 
essential for your educators to master one skill 
down to the finest details before moving on 
to the next. Break teaching down into discrete 
skills that can be practiced successively and 
cumulatively. 

The art of delivering the right action step to a 
teacher at the right time is the heart of going 
granular—and it’s often incredibly challenging. 
Here are the three criteria for delivering 
effective action steps:

1.  Is it observable and practice-able?

2.   Is it the highest-leverage action you could ask the teacher to perform? 

3.   Is it bite-sized enough that the teacher could accomplish it in one week?

Plan, Practice, Follow Up, Repeat
Just like delivering a speech—or playing a sport or performing surgery or acting in a play—
teaching happens “live,” and the more effectively we practice, the better we perform.

1.   Help your teachers determine what the ideal practice looks like—this is their vision. 
What should the teacher be doing? How should the students be responding to 
direction and instruction? 

2.   Next, create an effective plan, or script, for them to practice. By creating a plan, 
you create a vision for the teacher of what the class could look like before she 
even experiences it in practice. In doing so, you increase the odds of the teacher 
practicing—and teaching—successfully. Once there is a plan for success in place, it’s 
time to take it live! 

3.   Lastly, observe implementation to make sure the action is performed as flawlessly 
for the students as it was behind the scenes.

4.   Repeat this training cycle until the skills and techniques are locked in and become 
almost second nature. Areas in which the teacher is successfully implementing the 
skill can become sources of precise praise; any spots that are still a challenge for the 
teacher can be practiced over again.
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Make Feedback More Frequent
Continuous, real-time feedback is best because it prioritizes student learning and fast-
forwards the improvement process—letting the teacher immediately correct a technique 
that would otherwise take days or weeks to implement. 

When it comes to giving feedback in real time, make sure to deliver only feedback that’s 
bite-sized enough for the teacher to implement it right then and there, with no practice 
whatsoever. If a teacher won’t get it right in the moment, you’ll benefit from waiting until 
you can work on it more extensively in your feedback meeting. 

You can supercharge this learning even further by debriefing with the teacher after giving 
real-time feedback. Even if you see the teacher implement the feedback during class 
without faltering, you need to be sure that the teacher knows why the feedback led to 
improvement or it won’t stick.

 

Here’s an example of clear action steps that can be observed in the classroom: 

What the teacher is doing: 

•  Walk around before the direction to monitor students.

•  Say, “finger freeze, track me.”

•  Scan for responsiveness.  

•  Acknowledge the students who got it right. 

•   Point to the book of someone who doesn’t have his finger in place or where his 
hands should be. 

What the student is doing as direction is given: 

•  His feet are on the floor. 

•  His eyes are on the teacher. 

•  His finger is in the book pointing to a spot or he is holding the sides of the book. 

  Helpful tip: Create a culture of feedback by making it clear from the beginning 
of the year that you give regular, real-time feedback while you observe lessons 
and that this is a typical element of the coaching process.
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Conclusion 
Early success for a new teacher is critical because the faster a teacher masters the 
techniques, the more quickly students get to learn and develop their own skills. Reaching 
this level of competence within the first three months is an ambitious feat, but it’s possible 
by following the methods in Get Better Faster’s 90-day timeline. 

Learn more about effective coaching and practical skill-building techniques.
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