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The Empowered Leader’s Coaching Toolkit [ELTC] (inspired by Elena
Augilar’s Art of Coaching) is designed for instructional leaders, coaches,
and teacher developers to foster culturally responsive, inclusive, and
equity-driven teaching practices. Aligned with district resources and the
Danielson Framework for Teaching, the toolkit provides actionable
strategies to support teacher growth through observation, feedback, and
coaching.

By leveraging this toolkit, instructional leaders can cultivate a reflective,
student-centered environment where teaching practices are enhanced
to ensure equitable outcomes for all learners.

Toolkit Outcomes
By leveraging the ELCT, instructional leaders will:
1. Facilitate equity-centered coaching conversations that are
actionable and reflective.
2.Support teachers in implementing culturally responsive teaching
strategies that engage all students.
3.Promote a collaborative, growth-focused environment alighed with
district resources and the Danielson Framework to improve teaching
and learning outcomes.

0T pe—"



Empowered Leader -
Coaching Toolkit Q

DEVELOPED BY CRAIG AARONS-MARTIN EDUCATIUN GRUUP

INSPIRED BY ELENA AGUILAR’S ART OF COACHING

Structured Coaching Template

Purpose: To guide consistent, equity-focused coaching conversations
that promote cultural responsiveness and inclusivity.

Components:
e Teacher’s Context:

o What are the teacher’s strengths?

o How does the teacher demonstrate cultural responsiveness?

o What specific goals are tied to their role and student needs?

e Observation Notes:

o Inclusive Practices: Are diverse student voices represented and
valued? Are materials culturally and linguistically reflective of
students?

o Equitable Instruction: Are differentiation and scaffolding evident
to meet diverse student needs?

e Coaching Plan:

o |dentify specific growth areas (aligned with observation).

o Provide actionable next steps: e.g., professional learning
opportunities, co-planning, or modeling.

e Equity Check-In:

o How does the feedback empower the teacher to meet the needs
of all students?

o Are there systemic barriers (e.g., policies or resource gaps) that
need to be addressed?
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2. Sentence Stems for Feedback Conversations

Purpose: To ensure feedback is constructive, culturally aware, and
focused on empowering teachers to reflect and improve.

Positive Reinforcement:

» "I noticed how you [specific behavior], which helped [specific
outcome]. How do you feel about this approach?"

e "It’s clear that you’ve built strong relationships with your students,
as seen in [evidence]. What strategies have you found most
successful?"

Growth-Oriented Feedback:

e "In today’s lesson, | observed [specific behavior]. How do you think
this impacted [specific group of students or learning goal]?"

e "Let’s explore ways to enhance [specific aspect of the lesson]. What
are some strategies you’ve tried in the past?"

Equity Lens:

e "How do you see your lesson connecting to the cultural and
linguistic diversity of your students?"

e "In this lesson, | noticed [specific student group] engaging in
[behavior]. How can we ensure all students have equitable
opportunities to participate?"

Empowering Questions:
e "What are you most proud of in this lesson?"
e "What’s one area you’re excited to explore or refine further?"
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3. Reflection Protocols to Guide Teachers Out of Comfort Zones

Purpose: To encourage teachers to reflect deeply on their practices, step outside
their comfort zones, and embrace culturally responsive strategies.

Protocol 1: “Equity Lens Reflection”
e Question Prompts:
o How do my lesson materials reflect the cultural and linguistic diversity of
my students?
o Are there students who might feel invisible in my classroom? How can |
address this?
o How am | addressing implicit biases in my instruction and interactions?

Protocol 2: “Student Voice Audit”
o Activity:
o Review student participation in lessons.
o Reflect on the following:
= Which students are participating the most?
= Are any groups consistently silent or disengaged?
= How can | amplify underrepresented voices?

Protocol 3: “Comfort Zone Challenge”
e Steps:
a.ldentify one aspect of your teaching that feels routine or “safe.”
b.Set a goal to try a new approach, such as integrating a culturally relevant
text or using a student-led discussion format.

c.Reflect after implementation:
= What worked well?
= What challenges did you face?
= How did students respond?
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Guide for Coaching Proficient Educators to Strive for Exemplary Practice

This guide is designed to help coaches, administrators, and teacher
developers effectively support proficient educators, inspiring them to push
beyond their comfort zones and aim for exemplary practice. It incorporates
inquiry-based strategies, discussion tools, and If/Then scenarios for
professional growth.

Coaching Framework for Proficient Educators
1. Principles of Coaching Proficient Educators
e Strength-Based Approach: Acknowledge and celebrate current successes
as a foundation for growth.
* Inquiry-Driven Reflection: Use questions to help educators analyze their
practice, set goals, and challenge themselves.
e Equity and Student-Centered Lens: Encourage educators to reflect on
how their practice impacts diverse learners.
e Exemplary Mindset Development: Inspire educators to explore innovative
strategies, leadership opportunities, and cross-curricular connections.
2. Coaching Goals
e Deepen Pedagogical Expertise: Encourage experimentation with
advanced instructional strategies (e.g., culturally sustaining practices,
project-based learning, or inquiry-driven pedagogy).
* Promote Leadership: Support educators in mentoring peers, leading
professional development, or designing collaborative initiatives.
* Expand Reflective Practice: Encourage self-assessment to identify areas
for continuous improvement.
* Incorporate Student Voice: Explore ways to amplify student leadership
and agency in learning.
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Teacher Observation Reflection Tool

The table is organized into key areas of practice that align with equity-focused teaching, including inclusive teaching
practices, equitable differentiation, and reflective decision-making. Teachers rate their performance (1-5) across
each area, respond to targeted reflection questions, and plan concrete next steps. By engaging with these prompts,
teachers can:

e Evaluate their teaching through an equity lens.

e Reflect deeply on their instructional choices.
e Implement actionable strategies to better serve diverse learners and build authentic relationships with students.

Area of Practice

Rating
(1-5)

Reflection Questions

Action Steps

Inclusive Teaching

How do | ensure my lessons connect to

Incorporate at least one
student-centered activity or

Differentiation

equitable access for all learners, including
ELLs and students with IEPs?

Practices students’ identities and experiences? culturally responsive material
into your next lesson.
Do my instructional strategies provide Co-plan a lesson using Aguilar’s
Equity in y glesp coaching lenses to identify

ways to scaffold and adapt
materials for diverse learners.

Coaching Feedback
Implementation

How effectively do | integrate coaching
feedback into my teaching?

Review a piece of recent
feedback. Develop one specific
goal and timeline for
incorporating it into your
practice.

Reflective Practices

How often do | engage in deep reflection
about my instructional decisions?

Use Aguilar’s Ladder of
Inference to examine
assumptions behind one
instructional choice and
explore alternative strategies.

Building Student
Relationships

How well do | build trust and authentic
relationships with my students?

Implement one trust-building
strategy from Aguilar’s “Ten
Steps to Building Trust,” such
as active listening or
expressing vulnerability.
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Coaching Feedback Questionnaire for Administrators/Coaches

The tool consists of targeted questions that help coaches reflect on the balance between compassion and
accountability, trust-building, and equity-centered feedback. By assessing their practices, coaches can:
¢ |dentify strengths in their coaching conversations.

e Reflect on strategies that address systemic inequities in instruction.
e Surface challenges and plan actionable solutions using Aguilar’s coaching principles.

Question Response Options Follow-Up Prompt

Provide an example where you
demonstrated both. How did this
impact the teacher’s response?

How effectively do you
balance backbone and )
. Rarely / Sometimes / Often / Always
compassion in your
coaching?

Share one strategy you’ve used to
surface and address inequities in a
coaching session.

Do your coaching
conversations address .
. e Rarely / Sometimes / Often / Always
systemic inequities in
teaching?

Identify one trust-building
Poorly / Somewhat well / Well / Very well technique you \,/e gsed successfully
and one you’d like to develop
further.

How well do you
establish trust with
teachers during
observations and
feedback?

How might using Aguilar’s
transformational coaching model
help address this challenge?

What is the biggest
challenge you face in Open-ended
promoting equity
through coaching?
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3. Reflection Protocols to Guide Teachers Out of Comfort Zones

Purpose: To encourage teachers to reflect deeply on their practices, step outside
their comfort zones, and embrace culturally responsive strategies.

Protocol 1: “Equity Lens Reflection”
e Question Prompts:
o How do my lesson materials reflect the cultural and linguistic diversity of
my students?
o Are there students who might feel invisible in my classroom? How can |
address this?
o How am | addressing implicit biases in my instruction and interactions?

Protocol 2: “Student Voice Audit”
o Activity:
o Review student participation in lessons.
o Reflect on the following:
= Which students are participating the most?
= Are any groups consistently silent or disengaged?
= How can | amplify underrepresented voices?

Protocol 3: “Comfort Zone Challenge”
e Steps:
a.ldentify one aspect of your teaching that feels routine or “safe.”
b.Set a goal to try a new approach, such as integrating a culturally relevant
text or using a student-led discussion format.

c.Reflect after implementation:
= What worked well?
= What challenges did you face?
= How did students respond?
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