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Introduction

Coaching is not about teaching a caterpillar how to fly, it’s about showing it the possibility.  
- Paul Levebre
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The Zenex Foundation hosted its second symposium in Johannesburg on 31 October 2019. 
The symposium’s theme – Coaching in Education – is a topical issue  and has recently gained 
momentum in a variety of education interventions and conversations. Zenex commissioned 
an important literature review focused on coaching in education and highlighting lessons 
learnt from developed and developing countries, including South Africa. It also undertook a 
Literacy Pilot Evaluation Project focused on coaching. 

The call made by President Cyril Ramaphosa, in his State of the Nation address in  
June 2019, for “a cohort of experienced coaches to provide high quality on-site support to 
teachers” demonstrates government’s focus on coaching as a way to improve education 
outcomes.  Government’s call for teams of expert coaches raises questions of the viability and 
sustainability of this approach to teacher support. 

Zenex has produced a number of knowledge products about coaching, available on our 
website from its various programme interventions; either in the conceptualisation and funding 
of programmes, or in partnership and co-funding of programmes with the Department of Basic 
Education. 

The symposium’s aim was to build a deeper understanding of coaching, highlight findings 
from recent literature reviews and research on coaching, as well as share the experiences 
drawn from different experts, practitioners and coaching programmes implemented across 
South Africa.

Ultimately, the symposium’s intent was to bring the complexities of coaching to the fore, 
develop an insightful and informed view of the challenges and opportunities of coaching, with 
a view towards building a solid foundation of language and literacy coaching.

This report provides a high-level summary of the key take-outs from the conference. Links 
are provided to each of the presentations for greater detail.  All resources and references are 
available on the Zenex website (www.zenexfoundation.org.za).

Introduction

The call made by President Cyril Ramaphosa, in his State of the Nation address in June 2019, 
for “a cohort of experienced coaches to provide high quality on-site support to teachers” 
demonstrates government’s focus on coaching as a way to improve education outcomes.

http://www.zenexfoundation.org.za
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Symposium snapshot

SESSION 1 SESSION 2 SESSION 3

Insights from the Zenex 
Foundation Literature 
Review on Coaching in 
Education 

(Gail Campbell)

Findings of the DBE/
UNICEF Coaching Rapid 
Review 

(Nompumelelo 
Mohohlwane)

Crossfire debate with 
panel of experts

(Jane Hofmeyr,  Mary 
Metcalfe, Braam Fleish 
Dhianaraj Chetty)

WORKSHOP 1

Literature review and 
coaching research

(Jane Hofmeyr, Kaitlin 
Alsofrom)

WORKSHOP 2

Coaching skills, norms 
and standards

(Zola Gule, Jenny Katz)

WORKSHOP 3

Coaching models and 
approaches

(Portia October, Masennya 
Dikotla, Zameka 
Lubelwana)

Feedback from 
workshops

Unlocking potential to 
maximise performance 
and change behaviour 
through coaching

(Dr Mongezi Makhalima)

Key questions of the day
 ✓ What is coaching? 
 ✓ How is coaching in education defined?
 ✓ What models of coaching in education exist?
 ✓ Which model is best suited to the South African context?
 ✓ Should South Africa deploy external specialist coaches or embed coaches within 

the system? 
 ✓ Do educators within the system have the necessary capacity and skills to deliver?
 ✓ What are the policy implications? 
 ✓ How does one take coaching to scale?
 ✓ How will it be funded and sustained?

• 

The symposium’s aim was to build a deeper understanding of coaching, highlight 
findings from recent literature reviews and research on coaching, as well as share the 

experiences drawn from different experts, practitioners and coaching programmes 
implemented across South Africa.
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Session 1:   
Setting the scene 
 
Session 1 provided an introduction to coaching, defining what it means in the context of education, how 
it has emerged as a critical factor in recent years to enhance teacher development and learner outcomes, 
and what lessons have been learnt to date.

PRESENTATION 1 PRESENTATION 2 CROSSFIRE DEBATE WITH 
 PANEL OF EXPERTS

Insights from the Zenex Foundation 
Literature Review on Coaching

Gail Campbell

Findings of the DBE/UNICEF Coaching  
Rapid Review

Nompumelelo Mohohlwane

Jane Hofmeyr 
Mary Metcalfe 
Braam Fleish 

Dhianaraj Chetty

PAGE 6 PAGE 7 PAGE 8

DOWNLOAD

https://www.zenexfoundation.org.za/images/resources/Coachin_Panel_N_Mohohlwane_31_10_19.pdf
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Gail Campbell
CEO, Zenex Foundation 

Insights from the Zenex Foundation 
Literature Review on Coaching

Zenex embarked on a literature review on international and local published research 
on coaching programmes in developed and developing countries, including SA.

• Expert coaching can improve teaching practice and learning outcomes.
• No coaching model currently exists for the education sector.
• The concept of coaching is borrowed from other disciplines.
• Relationships, feedback, experience and expertise are key to coaching.
• There are mixed results for peer-coaching in developing contexts. 
• An expert facilitator is key for success. 
• The emergence of hybrid models – a combination of on-site and remote coaching – 

is important for considerations of coaching at scale.
• Appropriate accredited training courses are in short supply.
• Role definition in schools is difficult – coaches are not part of the monitoring and 

management system.
• Buy-in is essential. 
• Contextual nuances are important. 
• Dosage matters.
• Scale and sustainability need consideration.
• The role of district and subject advisors needs consideration, as well as the role of 

HoDs and teacher-peer collaboration and learning communities.
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Nompumelelo (Mpumi) Mohohlwane  
Deputy Director of Research, Monitoring & Evaluation,  

Department of Basic Education

Findings of the DBE/UNICEF  
Coaching Rapid Review
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Three interventions targeting HL literacy (Setswana) in no-fee schoolsMpumi Mohohlwane provided the context to the Coaching Rapid Review 
survey undertaken of 11 organisations and 31 higher education institutes to:

• establish current practice in HEIs, SACE, NGOs and other training 
organisations

• review existing coaching materials and practice for early grade literacy
• review recruitment practices and management standards and norms.

 

• Many organisations use coaching as a recognised teacher support and development 
strategy.

• There is limited consistency in the approach to teacher support and development.
• Individual projects and funders determine dosage; service provider determines theory of 

change.
• Coaches also need professional development. 
• Educators either have literacy skills or management skills – rarely both.
• No standardised model of coaching exists.
• Accountability is important, but uncertainty exists as to who holds the coach to account – 

the principal, the subject advisor, or the manager? 
• Who does evaluation, and what is being evaluated? Changed teacher behaviours? Learner 

outcomes? 
• Some form of school monitoring is required for teachers to feel fully supported.
• There is general consensus that HoDs need to be part of the conversation.
• Coaching in isolation doesn’t work – it needs to follow some sort of programme, such as a 

structured learning programme. 
• There is concern about the role that data plays and that it is not standardised across time 

and interventions.
• Coaches keep different reports with different levels of information.
• There is no accredited course to target development of coaches who work with F oundation 

Phase language teachers.
•  A better understanding of what makes coaching work in our context, and not just reliant 

on what works in the international environment is needed.
• Detailed case studies that talk to the different stages of coaching have been done.
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BRAAM FLEISH

Head of the Division of Education 
Leadership and Policy Studies at the 

Wits School of Education

JANE HOFMEYR

Independent Education and 
Development Consultant

MARY METCALFE 

Change and Management Director at 
the Programme to Improve Learning 

Outcomes (PILO) 

In the 2019 State of the Nation Address, the president called for the deployment 
of expert coaching in schools to provide high-quality support to teachers. This 
raised many questions. Can the country afford it? Will it create a parallel system? 
Do we have these expert coaches in South Africa? The crossfire debate argued the 
relative merits of external coaches, deployed to the state, or the embedding of 
coaches within the system. Four panellists contested the debate. 

DHIANARAJ CHETTY

Monitoring and Evaluation Manager at 
the National Education Collaborative 

Trust (NECT)

Advocates for the deployment of external coaches in education Advocates for the embedding of coaches within the system

Crossfire debate with  
panel of experts
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BRAAM FLEISH
• A significant portion of subject advisors’ time must focus on critical administrative 

tasks and dedicated time is required for coaching.
• NGOs are better able to facilitate trusting relationships with teachers than teachers 

and district officials in schools because of SA’s complicated history and issues of 
distrust amongst these groups.

JANE HOFMEYR
• In-service teacher education workshops have little effect. 
• Teachers need more classroom-based learning.
• Teacher development working groups are not enough.
• There is an incorrect assumption that teachers learn new information from training, 

change their behaviour, and learner outcomes improve.
• International research shows that cascaded approach doesn’t work with long causal 

chain; one break in the link and success is affected.
• There are three types of coaches: content coach, change coach or system coach.
• Content coaches provide support in the classroom.

Advocate for the deployment of external coaches in education

MARY METCALFE
• PILO worked in KZN for the past five years at scale with 1200 schools, and will work 

with 6000 schools in 2020.
• The programme has also worked in Gauteng and the Free State with different contexts. 
• The practice of coaching and support must be within the system. 
• External coaches can contribute towards the long distance of change that the sector 

still has to travel.
• However, conscious building support of internal processes is necessary.
• A critical issue is how to embed coaching within the institutional rhythm and budget.

DHIANARAJ CHETTY
• There’s more to understand and more opportunities to drive outcomes than just 

coaching.
• Coaching is only one small section of the bigger issue of what model can support our 

schools.

Advocates for the deployment of external coaches in education

Advocates for the embedding of coaches within the system 
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Internal coaches External coaches

Benefits

• Costs are reduced because available 
internal capacity is used.

• Coaching as a practice is embedded in 
the system.

• Coaching is aligned and integrated into 
overall system. 

• Specialist skilled coaches are available 
immediately.

• Coaches are able to dedicate their 
time on to coaching (no other 
administrative tasks are required).

• External coaches are better able to 
build trust and respect. They don’t 
bring any historical legacy issues with 
them.

• Coaches fill an urgent short-term 
need.

Challenges

• It will take time to train professional 
coaches.

• Coaches (if subject advisors) will be 
viewed with mistrust and suspicion; 
teachers will feel as if they are being 
assessed.

• Subject advisors and HoDs are loaded 
with administrative tasks and won’t 
have adequate time to hold effective 
coaching conversations.

• It is expensive to bring in external 
coaches.

• There is a lack of alignment with the 
government’s system.

Overview of key points

• There are no easy solutions to the important and complex issues around coaching.
• There are fiscal challenges and constraints that impact on coaching solutions, particularly 

coaching at scale.
• Change needs to be effected in the classroom where teachers practice instructional 

teaching.
• The aging teaching force is resistant to change and to technological innovations. 
• Coaching won’t close the gap between rural and urban schools in the short term.
• We need to take stock of the current system’s capability.
• We need a model to support schools at district and circuit level.
• We need a sector and provincial plan. 
• Coaching is only one part of the triple cocktail of teacher professional development. 
• We must build institutional capacity to coach from within the system.
• There are gains to be made, in the short term, by using external coaches. 

Overview of key points
• There are no easy solutions to the important and complex issues around coaching.
• There are fiscal challenges and constraints that impact on coaching solutions, 

particularly coaching at scale.
• Change needs to be effected in the classroom where teachers practice instructional 

teaching.
• The ageing teaching force is resistant to change and to technological innovations. 
• Coaching won’t close the gap between rural and urban schools in the short term.
• We need to take stock of the current system’s capability.
• We need a model to support schools at district and circuit level.
• We need a sector and provincial plan. 
• Coaching is only one part of the triple cocktail of teacher professional development. 
• We must build institutional capacity to coach from within the system.
• There are gains to be made, in the short term, by using external coaches. 
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Session 2:   
Parallel workshops
Session 2 consisted of three parallel workshops, each focused on a specific area of coaching, providing 
greater depth in content in each area. Each workshop hosted a number of presentations and invited 
engagement from the audience through question and answer sessions. The audience divided themselves 
between the three workshops, held in different venues, depending upon their area of interest. 
 

WORKSHOP 1 WORKSHOP 2 WORKSHOP 3

Literature review and coaching research Coaching skills, norms and standards Coaching models and approaches

1. Literature review 
 

 Jane Hofmeyr

2. Current research: 
Structured 
pedagogic 

programmes  
 

Kaitlin  
Alsofrom

1.  Skills and 
competencies 

required for 
coaching 

 
Zola Gule

2.  Norms and 
standards of 

coaching

Jenny Katz

1. Virtual coaching

Masennya Dikotla 

2. Funda Wande

Zameka Lubelwana

3. Zenex Literacture 
Project: 

Coaching HoDs 
as instructional 

leaders

Portia October

PAGE 12 PAGE 14 PAGE 15 PAGE 17 PAGE 18 PAGE 19 PAGE 20

DOWNLOAD PPT
DOWNLOAD PAPER

DOWNLOAD DOWNLOAD DOWNLOAD DOWNLOAD DOWNLOAD

https://www.zenexfoundation.org.za/images/resources/Coaching_for_Zenex_Foundation_31_October_2019.pdf
https://www.zenexfoundation.org.za/images/resources/ZENEX_LITERATURE_REVIEW_ON_COACHING_OCTOBER_2019.pdf
https://www.zenexfoundation.org.za/images/resources/Zenex_Foundation_Presentation_web09122019.pdf
https://www.zenexfoundation.org.za/images/resources/Zenex_Coaching_Symposium_31-10-2019_-_web09122019.pdf
https://www.zenexfoundation.org.za/images/resources/Presentation_to_Zenex_Coaching_Seminar_2019_web09122019.pdf
https://www.zenexfoundation.org.za/images/resources/Zenex_Coaching_Presentation_Zaza_Lubelwana1.pdf
https://www.zenexfoundation.org.za/images/resources/Zenex_coaching_symposium_coaching_as_a_tool_for_HODs_web09122019.pdf
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The literature review looked at international and local published research on coaching 
programmes in developed and developing countries, including South Africa.  1. Literature review

• Coaching interventions improve teacher practice in the classroom, raise student 
achievement and advance school reform.

• No standard model of coaching exists. Models differ in purpose, approach, 
focus design and context.

• Three main models of coaching exist: instructional, peer and multi-level. 
• Instructional model is primarily used in South Africa.
• Most coaching programmes target Foundation Phase and focus on literacy, 

especially reading.
• Three different types of coaches exist: content coaches, change coaches and 

system coaches.
• Impact on learner sub-populations is important. 
• Dosage is important.
• Complex multi-level models are difficult to design and implement. 
• Expertise, skills and training of coaches are critical.
• School leadership and educational department support are vital.
• Use of subject advisors as coaches is not recommended.
• Reliable data must be collected and used.
• Cost-effectiveness is key.
• Different strategies can be used to scale up (staggered and technological 

innovations).
• Institutionalise coaching for sustainability.
• More research and evaluation are needed on the impact of coaching; the cost-

effectiveness of on-site versus virtual coaching, and whether coaching can be 
scaled up. 

Jane Hofmeyr  
Independent Education Consultant

Literature review and  
coaching research

WORKSHOP 1

Coaching has been shown to be an 
effective means of turning ‘knowing 
into doing.
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Coaching Mentoring

Orientation • Task-orientated

• Focus on specific issues

• Relationship-orientated

• Safe environment where 
mentee shares issues

Duration • Short term for set duration • Long term

Purpose • Performance-driven • Development-driven

Different types of coachesDifferent types of coaches

Content coaches Change coaches Systems coaches

Focus on disciplined-
based instructional 

coaching (i.e. literacy 
coaches)

Focus on leadership and 
whole school change

Liaise between the district 
and school leadership

Provide ongoing coaching 
support and data-driven 

CPD to implement 
common goals

Enablers Obstacles

Set clear aims and objectives Contextual realities

Develop logic model and theory of change Use of subject advisors as coaches

Define role of coach
Coaches burdened by  
administrative tasks

Use content-specific instructional 
coaching

Linking appraisal with coaching

Collect reliable data
Cut costs too much and risk learner 

achievement

Get buy-in by partnering with education 
department

Grow to soon and risk reduced quality

Pilot coaching intervention
Taking teachers out of classrooms  

for too long

Conduct impact evaluation Not monitoring and assessing coaches

Ensure sustainability of intervention Scaling up

Teacher practices are core to the underachievement in early grade reading,  
and underachievement in general. The nature of educational practice must 

fundamentally alter. A new kind of instructional practice is needed.
 - Braam Fleisch
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2. Current research:  
Structural pedagogic programmes

Structured pedagogic programmes (SPP) are successful for 
large-scale reform and have been shown to be successful in 
a variety of different contexts. While there is certainty that 
SPPs work, there is less understanding of how or why they 
work.  This was the focus of Kaitlin Alsofrom’s research. 

 

Key research questions

• How do teachers and teacher coaches define the mechanisms 
through which teaching practices change?

• How do teachers enact these programmes?

Key research outcomes

• Teachers need to be emotionally ready for change.
• This happens when teachers have support from materials and 

resources and an effective relationship with a coach.
• A safe space opens up that allows teachers to make mistakes 

and take risks – leads to deep and meaningful change. 
• Through enactment of the lesson plans, and with feedback and 

support, teachers develop a concrete and meaningful language 
of teaching and learning.

• As confidence and skills build, teacher understanding deepens, 
and professional accountability improves.
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Emotional state

Validates 
teacher identity

Change in 
emotional state 

“readiness” 

Stage one: 
Reading emotional readiness: Here, teachers become emotionally ready for  

change through feeling supported. This support comes both from the resources 
and  materials the teacher receives and the coaching relationship. Feeling 

supported opens up  a safe space in which teachers do not feel afraid to make 
mistakes and take risks (expose  themselves). This opens up the possibility for 

meaningful and deep change. However, no  real change in practice has 
occurred yet. This is a necessary but insu�icient 

stage for change in classroom practices.

Stage two: 
In this stage, through 

enactment of the lesson 
plans, and with feedback 

and support,  teachers 
develop a concrete  and 
meaningful language of  
teaching and learning. 

Stage three:
 As confidence and skills 
build, the coach needs to 
help tweak practice, help 

deepen teacher  
understanding, and also  
provide the professional  

accountability that makes  
consistency likely.  

Reshapes what 
teachers expect

Reshapes what 
teachers expect Feedback

Feedback

Space/mindset
for learning 

(non-
defensiveness) The teacher 

sees /experiences 
changes in the 

classroom 

Deepens her 
commitment to 

the new practices
Knowledge and 
skillset expand

Teacher
identity

Previous
experiences/
expectations

Teacher 
practice 

(knowledge 
and skills)

Three states of change

Kaitlin Alsofrom 
PhD Candidate, University of the Witwatersrand

WORKSHOP 1
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1. Skills and competencies required for coaching

Zola Gule provided an overview of the key competency profile requirement of a 
coach, the necessary training skills and the soft skills.

Coaching profile 

Coaching skills need to align to skill requirements of the fourth industrial revolution:

• resilience
• flexibility and adaptability
• service orientation
• good team player
• creative thinker
• decisive decision-making skills
• good interpretative skills.

The necessary training skills for education coaches

The emphasis of the coaching programme was on: 

The process and development of norms and standards that  informed 
accreditation and quality assurance

To be found competent by the assessor, you needed to:

 ✓ attend all  three days training  x four

 ✓ complete the PoE booklet fully (SAQA recognised)

 ✓ complete 60 coaching hours with people in your workplace and complete the associated 
documentation (four of the sessions observed and feedback given by assessor/s)

 ✓ submit the PoE and coaching documentation by the deadline.
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Change in 
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Stage one: 
Reading emotional readiness: Here, teachers become emotionally ready for  

change through feeling supported. This support comes both from the resources 
and  materials the teacher receives and the coaching relationship. Feeling 

supported opens up  a safe space in which teachers do not feel afraid to make 
mistakes and take risks (expose  themselves). This opens up the possibility for 

meaningful and deep change. However, no  real change in practice has 
occurred yet. This is a necessary but insu�icient 

stage for change in classroom practices.

Stage two: 
In this stage, through 

enactment of the lesson 
plans, and with feedback 

and support,  teachers 
develop a concrete  and 
meaningful language of  
teaching and learning. 

Stage three:
 As confidence and skills 
build, the coach needs to 
help tweak practice, help 

deepen teacher  
understanding, and also  
provide the professional  

accountability that makes  
consistency likely.  

Reshapes what 
teachers expect

Reshapes what 
teachers expect Feedback

Feedback

Space/mindset
for learning 

(non-
defensiveness) The teacher 

sees /experiences 
changes in the 

classroom 

Deepens her 
commitment to 

the new practices
Knowledge and 
skillset expand

Teacher
identity

Previous
experiences/
expectations

Teacher 
practice 

(knowledge 
and skills)

Coaching skills, norms  
and standards Zola Gule 

Social Entrepreneur, New Leaders Foundation

Coaching skills

Coaching, soft and 
leadership skills

Support services of the 
schooling system

Data analysis Curriculum planning and 
management 

Performance in 
the schools

Classrooms 
management

Understanding of the 
organogram

Data coaching  
(analysis and 

interpretation of data) 

Governance and 
policies

WORKSHOP 2
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Requirements of accreditation Outcomes from the teacher coaching development

HODs found that coaching enabled them to: 

 ✓ embed professional standards into their professional development

 ✓ build awareness, responsibility and ownership

 ✓ provide a shared language to talk about their knowledge, values, skills and practices as 
educators

 ✓ create safe thinking environments for conducting fact-based data-driven coaching with 
regards to learner and educator performance

 ✓ improve M&E of performance  and interventions

 ✓ cascade learnings to team members which subsequently changed the school culture.

The programmes (and/or assessments) offered must culminate 
in unit standards and/or qualifications registered on the National 
Qualifications Framework (NQF).

The design, content and learning materials are aligned to the unit 
standards and/or qualifications. 

There should be suitably qualified facilitators and coaches to support 
and assess trainees.

The trainees must have access to adequate learning support services.

The assessment methods and tools used to measure the requirements 
for the unit standard and/or qualification are fair, valid and reliable, and 
used to enhance learning.

We need a conversation that shares both the lens of the state and the lens of those 
outside. Then, when we speak towards a solution, we understand the context.

- Fatima Adam
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2. Norms and standards of coaching

Jenny Katz from Molteno gave a presentation on the need for the development of 
standards and norms in coaching in order to standardise and regulate coaches and 
the coaching process. She identified three areas, in particular, where norms and 
standards were necessary.

Values and principals

accountability for
the delivery of
quality services

privacy and

human rights

non-judgment –
dignity and

respect

appropriateness –
individualised

attention

collaboration –
connect with the

network

empowerment of
people

Recruitment and employment norms and standards

Recruitment Application Interview Contracting

Clear and transparent 
adverts

Applicants screened 
against selection 

criteria
Guiding principals

Signed contract of 
employment

Selection criteria Applicants shortlisted Interview guide Performance appraisal

Candidates sourced 
from multiple sources

Shortlisted candidates 
interviewed

Selection committee

Conditions of service
Unsuccessful 

candidates notified
Interview

Coaching management practices

 ✓ Establish a framework for data collection and records.

 ✓ Clarify and establish coaching dosage required by intervention.

 ✓ Establish teacher training dosage requirement.

 ✓ Establish teacher support dosage requirement.

 ✓ Establish coaching protocols.

Jenny Katz 
Research and Development Manager, Molteno

WORKSHOP 2
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1. Virtual coaching

Masennya Dikotla from Molteno gave a presentation on virtual coaching, describing it  
as coaching that takes place remotely and digitally by technology. Teachers are coached 
by a dedicated literacy expert who maintains constant contact through telephonic 
conversations and instant messaging applications. Coaches provide support through 
structured phone calls and messaging applications.

Key components include:

 ✓ training at the beginning of the year

 ✓ bi-weekly phone calls with teachers

 ✓ phone calls with school leadership 

 ✓ lessons plans

 ✓ constant WhatsApp messaging.

Benefits 

It is cost effective, affordable, and offers the potential to scale up.

It reaches a wide spread of teachers.

It is attractive to younger teachers who are technologically savvy.

Teachers receive cluster-based training and high quality LTSMs via 
tablet and apps.

Challenges

Virtual coaches don’t see what happens in the classroom.

Virtual coaches require exceptional skills to detect issues over the 
phone.

Older teachers are resistant to technology and teachers don’t keep 
tablets functional.

Coaching models and 
approaches Masennya Dikotla 

Chief Executive, Molteno

WORKSHOP 3

What is the cost to children if we 
don’t invest in teacher coaching? 
Children who can’t read and write 
and speak. Accountability is being 
passed on.

- Audience member
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2. Funda Wanda

Zameka Lubelwana provided a presentation on Funda Wande’s coaching model – a 
model reliant upon the use of video and multimedia interventions.

They make use of videos to support coaching that are available on YouTube, or an app, 
and for those schools that do not have Internet access, a USB is provided.

Successes Challenges

• Videos work well to explore purpose 
of lesson.

• Reading is continuously assessed.

• Self reflection emerges as a 
practice.

• Principals and deputies attend 
sessions and engage.

• Changes in practice take time and 
are not happening fast enough.

• New teachers coming into the 
system have to be orientated and 
trained. 

Follow-up needed . . .

 ✓ A succession plan to hand over to HoDs to run in the future is essential.

 ✓ Coaches need to be trained in different stages of change and how to support teachers 
through this journey.

 ✓ Build momentum by encouraging grade teachers to work together.

Zameka Lubelwana 
Languages Trainer,  Molteno

WORKSHOP 3
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3. Coaching HoDs as instructional leaders

Portia October provided an overview of the Zenex-designed project on HoD coaching 
in instructional leadership. The project upskilled HoDs in order to help teachers 
to improve their knowledge so that their teaching of literacy would improve, thus 
enhancing outcomes for Foundation Phase learners.

The role of HoDs as instructional leaders: 

• provide a culture of learning
• give instructional support and guidance
• provide opportunities for growth 
• be the curriculum manager
• view professional practice
• develop staff professionally and personally
• maintain overview of resources. 

 
The project made use of COIN and GROW coaching tools to assist HoDs 

Portia October 
Literacy Specialist, Funda Wande 

C O I NCONTEXT 
[when it 

happened]

OBSERVATION 
[I saw you …]

IMPACT 
[consequence 

of action or 
behaviour]

NEXT
 [next time you 

could – 
options]

�

�

� �

GOAL
What do you want?

REALITY
Where are you 

now?

OPTIONS
What could you do?

WILL/ WAY FORWARD
What do you commit to do?

FOCUS

WORKSHOP 3
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Session 3:   
Feedback and  
closing comments 
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This final session consolidated feedback from all earlier sessions.

WORKSHOP 1 
Literature review and coaching research

WORKSHOP 2
Coaching skills, norms and standards

WORKSHOP 3
Coaching models and approaches

• Coaching is a key component in improving learner 
outcomes in literacy.

• Instructional coaching is important.
• There are many components to coaching – relationship 

building, skills, knowledge, pedagogy, planning, 
management and data analysis.

• Coaching is part of broader package of teacher 
development support.

• There is no consensus on who should do the coaching (i.e. 
internal or external coaches).

• Understanding the system is important for those working 
outside the system. 

• Closer alignment is needed between external and internal 
coaching and professional development interventions. 

• Greater evidence-based coaching is required.
• Further dialogues are necessary to deepen understanding 

and prevent imposition on a system already burdened. 
• We need acknowledgment that change is difficult, that 

there are both gains and losses. 
• The journey of change must be made explicit.  Plotting 

the change journey is critical.

• Norms and standards of coaching need to be regularised 
in the sector.

• Definition of coaching in education is required as well 
as specification of skills and competencies required of 
coaches.

• Values and principles of coaches should be instilled, such 
as commitment to empowerment and non-judgement.

• Regularisation and standardisation of coaching is 
required including conditions of employment, selection 
criteria for coaches, agreement of records and data to be 
maintained, coaching protocols, and dosage.

• Coaching can be provided externally by service providers 
or internally, as required.  It shouldn’t be viewed as an 
either/or situation.  However, emphasis should be on 
building coaching capacity within the system in the long 
term.

• Coaching needs to be viewed as a long-term intervention.
• We need to create a culture of professional development 

within the system. 

• All interventions require training, resources and coaching.
• Coaches need to be accredited and a culture of 

professional development created.
• Coaching and mentoring need to be integrated.
• Coaches need content knowledge and skills, as well as 

professional personal development.
• Both coach and coachee have responsibilities and must 

both take ownership of the process.
• Confidentiality agreement is required between coach and 

coachee.
• Virtual coaching must be proceeded by face-to-face 

coaching with some relationship established at the 
outset.

• Virtual coaching has to be context specific.
• Coaching interventions must be strategically selected. 

Some schools may not be ready for such an intervention. 
Other dysfunctional or weak schools may require a 
different intervention first etc.

• Coaching interventions need to be sensitive to context, 
language and environment.

• Coaching is always preferable in home language. 
• Coaching relationship should always come with humility 

and knowing when to step back.

CONCLUDING COMMENTS

• Coaching is one of the most profound 
and powerful tools available to change 
the system.

• Coaching must be seen within the 
context of our education system.

• It is important to be mindful of 
putting pressure on a system already 
overloaded.

• Acknowledgement that change takes 
time is essential.

Feedback from workshops 
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The symposium provided a platform to share knowledge, recent research and 
current experience of coaching across South Africa. It facilitated a creative and 
conducive space to ask the relevant questions for the future feasibility and viability 
of coaching as an additional practice in professional development of teachers in 
South African schools, particularly targeting literacy. 

The symposium was a first step towards this goal. More research and evaluation is definitely 
needed. Conversations and dialogues across an even broader spectrum of stakeholders 
are necessary. Questions of scale and affordability need careful consideration. More 
pilot studies are necessary, particularly using hybrid models of coaching, assessing 
differentiated coaching offerings and seeing what works best in our sector.  

The development of a coaching course is required. Training of coaches, specifically those 
skilled to address the coaching needs in literacy, is essential. There are policy implications 
that have to be addressed.  

The Zenex Foundation has taken the first step to ignite enthusiasm around the potential 
role that coaching can play in our education system to enhance learner performance. We 
look forward to working with all our stakeholders, partners and other donors in realising 
this potential. 

Closing comments from Zenex

It’s useful to start with what we 
all agree on – that coaching 

is part of the package to 
work with teachers. Teacher 

professional development must 
be embedded in the system. 

Change must start in the 
classroom. We need to bring 

expert coaches into the system, 
aligned to what the provinces 

are already doing.  
- Gail Campbell
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Email: info@zenexfoundation.org.za

Web: www.zenexfoundation.org.za

Tel: +27 11 481 7820/1/2

Fax: +27 11 484 6451

Twitter: @ZenexF

Facebook: Zenex Foundation

LinkedIn: Zenex Foundation
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