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Coaching Fundamentals Training

Full training time: 240 minutes or 4 hours plus breaks needed.
There are a range of ways to shorten the training but it is important to encourage people to think strategically not just receive information. Ideally participants would engage in an activity that encourages them to think strategically about campaign coaching and they get to practice asking campaign coaching questions.

Slide Deck 

Group Activity Handouts
Crafting Coaching Questions Activity 
Heart Hand Head Diagnosis and Questions Group Activity
Practice Coaching Pairs Activity
Full summary of these activities plus more options

Resources
Campaign Coaching Resources
Sample Questions for Campaign Coaching
PODCAST + BOOK: Practical Radicals
WORKBOOK: Strategy Workbook 

Reading
Popular Education Tradition in Southern and Civil Rights Organizing










	Time, Slides, Facilitator
	Resources
	Instructions, Activity and Debrief (Facilitator Script)
	Essential Questions and Outcomes

	 Slide Deck

	Charts, handouts, articles, materials, slide

	What are you saying, what are they doing, what questions will you use to guide learning and make clear the important points
Include an estimate for how long each section of the learning will take

	What question(s) will this learning answer? What will participants know or be able to do?

	10 min
	
	Understanding Coaching
	

	
	
	5-10 min depending on group size. If training is online, ask for people to write the answer in the chat to save time, and then just ask for a few volunteers.

Goal: Light ice breaker that gets folks thinking about coaches.

· Coaching is a tool for leadership development, personal growth, improving performance and more. Which tool might represent the approach you would like to take in coaching?

· Image spectrum & go-round: “Say your name, pronouns, which tool best represents the approach you would want to coach someone. Feel free to think of a different object that might represent your approach to coaching.

· We want to keep this light and welcome everyone’s voice into the space while also sticking to this prompt: your name, pronouns, and which coach best represents the approach you want to bring as a coach.” 

· Cofacilitator paste in chat: 
=======
Say your name, pronouns, which coach best represents the approach you want to bring
=======
1. Mirror
2. Tour guide
3. Clipboard
4. Cheerleader pompom
5. Polished zen rocks
6. Church confession box image
7. Therapy-style couch 

What else comes to mind? What are the thing you identify with?

· Group acknowledgement of what we heard before transitioning. 
· Broad sense of what people are saying in they might like to approach coaching. 

· Brief facilitator intros: Including name, pronouns, location, and which image they choose and why.
	Participants will feel welcomed into the session as this session should serve as an icebreaker. 
Participants will start to build self-awareness in how they approach coaching. 
 
Offer context on the long lineage of coaching in social movements. 

Introduce training goals.
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	Citizenship Schools + SNCC examples
	(5 min)
· Explain objectives (paraphrase) By the end of the session, participants will…
· Understand a capacity-building and leadership development approach to campaign coaching
· Explore core coaching skills including asking effective questions and centering the agenda of those being coached.
· Gain awareness of your self as a coach.

· Trainer Frontloading: Offer our understanding of coaching and our understanding of coaching as a lineage of practice (including campaign coaching) 
· We know ‘coaching’ gets used a lot these days. There’s life coaching, there’s athletic coaching, some of us might work with a personal trainer who coaches, and you can find a ton of coaching books written for corporate executives. 
· And some of you might have practiced or experienced the kind of coaching we are talking about – as mentor teachers or schools staff just learning your roles 
· But just to be clear, when we say ‘campaign coaching’, often when groups take collective action to change their material conditions, there are some people playing a coach role, intentionally trying to develop the insights and skills of their peers, mentees and even top leaders,
· Across the US, social movement organizations are getting to scale through a widespread use of volunteer-based leadership development networks.
· In NEA, Campaign Lab is building a member to member coaching program by training leaders who have experience in campaigns and organizing in skill and art of coaching. NEA local leaders can apply to Campaign Lab and receiving coaching.

	

	15 min
	
	Qualities of a Coach
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	EXPERIENCE (3 min): 
· Facilitator sets up closed-eye process.
· “Think of an experience you’ve had of effective coaching, or being supported by someone – this could have been an athletic coach, a teacher mentor, or anyone else in your life who supported you to learn and grow in some way. What’s a moment you remember them providing a kind of support that exemplifies the role of a coach?...(continue closed eye in your own style)”
· What were you feeling as you came into coaching? How did you feel leaving the coaching conversation? 
· What did they say? And if you can’t remember - what has stuck with you now that this is the moment you’re recalling?

REFLECTION (7 min): 
· Pairs: “We’re breaking out into pairs. First, introduce yourself, briefly. Then, share with them a little about your experience: What did the coach, or other person, do? What qualities did they demonstrate? You will have 7 minutes, 3 minutes each.”
 
· Cofacilitator:
Introduce yourself, briefly. Share a little about your experience: What did the coach (or other person) do? What qualities did they demonstrate?
=========

QUALITIES LIST (5 min)
· Invite full group to share:  "What was a quality that helped your coach be effective?” What was a quality that helped your coach be effective?
Listen for questions, observations, stories, feedback, suggestions/advice.

· Capture responses on butcher paper or slide, titled, “Qualities of an Effective Coach.” Elicit behaviors or ‘what the coaches did’ to exemplify particular qualities and deepen the list. End when energy is high, and when you’ve ID’s some bridges to Core Coaching Tools.

· Possible questions to facilitate the discussion:
· What did that look like? 
· How could you tell? 
· What happened in your story that you could tell that? 
· How did they do that?
        
     Examples of potential responses
· Emotionally Present
· Willingness to take their time to diagnose the problem 
· Asked questions to help me develop a goal, rather than giving me a task 
· Balance of lots of patient questions, and not holding back on sharing experience and expertise 
· Emotionally present 
· Pushed me to take risks
· Prompting self reflection for me to come to the solution and also deepen my analysis 
· “Tough” and “deeper” questions 
· Evident they cared about me  
· Ambitious 
· Appealed to my righteous indignation

	Participants gained a more nuanced understanding of the qualities of an effective coach. 

Participants explore their own experience in coaching.

Participants connect with each other in share pairs.

	15 min
	
	Key Ingredients of Issue Campaigns
	

	
	
	
Before we dive into core coaching skills, we want to briefly review key ingredients to make a campaign “rise” – ready to launch, and to absorb new active supporters into public actions. 
What are some key ingredients of issue campaigns?
[Large group discussion or it could be a small group activity if time permits]

Put down what they say and add it what they missed.
Then show the slide

Here an overview that includes many of the ingredients just shared. In short, campaigns roughly need a team, a demand, a target, a strategy and a clear way to engage people.

· An engaged leadership team: Three to ten volunteer leaders who have drafted the campaign strategy and can convincingly recruit others to participate 

· An active membership: Building the organizing power of the union is a critical part of a campaign. Develop a stronger internal organizing structure that can activate members and grow member leadership is a core campaign ingredient.

· A campaign theory of change: Also sometimes called a plan to win, this is a few sentences that describe how the group’s actions will change the actions of a group of targets over a short period of time 

· One to three specific demands for one to three targets: Nothing suppresses our campaigns as effective as too many demands for too many targets. 

· Power mapping: Charting out how different stakeholders are connected to the issue and how they might relate to the decisionmakers can inform organizing priorities, strategy, tactics and coalition building.

· A tactic sequence of at least three public actions – Planning three actions is the surest way to ensure we build pressure, “bake-in” opportunities to recruit new supporters and develop new leaders, change the public story about our demands and create structure tests to ensure we’re building the people power needed to win  

· Building parent and community support: Developing relationships, messages and tactics that build and harness the support of parent and community allies can be a critical source of power in a campaign.

	Develop a brief shared understanding of the core elements of issue campaigns. This will be referenced as coaching skills are developed in the rest of the training.

	10 min
	
	The Role of Campaign Coach
	

	
	
	Ask the large group these questions before showing the slide.
First ask:
What is Campaign Coaching? 

Solicit responses, but then make this point if someone else doesn’t share it:
Coaching supports leaders through reflection on where they are now, envision where they want to go, and support the path between the now and progress towards their goals.  

Coaching at its essence is centers the question: Where are they now and where do they want to go? For example, What is their union like right now and what needs to be true about their union achieve the goal? 

And then ask:
What is Campaign Coaching not?
Solicit responses, but then make this point if someone else doesn’t share it:
Campaign coaching doesn’t mean you are the expert, have the solutions, or are responsible for the campaign. Centering the leader and their agenda, not your self is a core skill we explore in future trainings.

Show slide:
· Campaign Coaches support the growth of the leader and serves as a guide for the leader in their campaign. 
· Support the leader as a whole person to deepen their vision, determination and capacity to lead.  
· Help leaders understand their own agency and gain clarity about what is needed. 
· Guide the leader to make their campaign and organizing more effective. 
· Explore how to overcome challenges and consider different possible paths.
Different organizations think about the role of a campaign coach differently. For the purposes of the NEA Campaign Lab, you are a thought partner for a leader driving a campaign or organizing effort. 

You don’t have to be an expert at all things campaigning and organizing, but you do need to have good active listening skills, ask effective questions, and be willing to learn what you don’t know. 

	Participants gain clarity on the role of the campaign coach. 
Participants learn common pitfalls and what is not campaign coaching.

	15 min
	
	Asking Questions 
	

	
	Sample Questions for Campaign Coaching
	Slide
Campaign coaches ask questions to support the leader to:
· Define their goals
· Connect with their own agency
· Understand what’s underneath the surface
· Sharpen assessments
· Explore different paths
· Work through challenges
· Prioritize

 Asking the right question based on your diagnosis can move mountains in a coaching conversation. Crafting great coaching questions takes practice, but it's a skill any coach can learn. It’s often helpful to prepare questions in advance of a coaching session, especially when you anticipate emotional challenges or hard decisions coming up.

Popcorn ask people to share sample questions in different areas.

We want to share some of our favorite coaching questions for organizing and campaigns. This is a very helpful resource. Asking good questions is the super power of a coach.
Sample Questions for Campaign Coaching

Across any kind of coaching there are a few principles to keep in mind. Coaching questions can be similar to organizing questions. 

For example, effective questions are open-ended (not a ʻyes-noʼ answer), answerable (not too complex or theoretical), and generate options, ideas, or insights of the organizer. 

These questions avoid being ʻadvice with a question mark attached,ʼ i.e. “You should do this tactic next, donʼt you think?”

WHAT and HOW questions that are open – ended to allow the leader to be in the driver seat - problem solve and draw from their own experience.  

WHO, WHEN, WHERE questions temporarily allow the coach to be in the driver seat to uncover blind spots or move through difficult conversations.  
· Ask concisely. Preambles aren't needed.  
· Build upon where they are going.  
· Silence and pause can give space to a deeper insight. Wait.  
· Interrupt to support greater clarity.  
· Invite them to consider different possibilities.

	Participants learn the core skill of asking effective questions as a campaign coach.

	10 min
	
	Core Coaching Interventions
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	Coaches must listen to be effective but it is the intervention that supports the leader’s growth. Beyond questions there are a range of coaching interventions that can help guide someone’s growth.

· Reveal “Core Coaching Interventions” list slide. Introduce and describe each tool, offering examples as much as possible. 
· Questions – When we think about the core insight or thing you want to tell someone, you can almost always reverse engineer a question that might lead them to discover it for themselves. 
· Ex. A local wants to increase their membership and get to majority. The President goes to every school in their district at least once a year. It’s not getting the results they want.
· I knew what I would do if I were in their shoes or at least where I would start. Instead I asked. What role do strong union members play in membership recruitment? What would it look like if you focused recruitment more?

· Observations – Sometimes drawing attention and inviting curiosity to a key dynamic you’re noticing is enough to generate learning.
· Ex: An experienced organizer shared their campaign plan and strategy. I’d ask questions and they would have an answer. I made an observation saying, “It sounds like you have a lot of things figured out and you’re thinking about strategic moments, actions and coalition activities. You have less happening in recruitment, curious what you’re thinking about that?”

· Stories – Your stories about having traveled similar paths will help your coachees sidestep common stumbles, identify options available to them, and your stories of unexpected victory will inspire their confidence and motivate them to keep moving forward. Sometimes there’s this energy of  someone we’re coaching doesn’t know what they don’t know or “We don’t know what we don’t know,” and that’s when stories can be useful to bring into our coaching sessions.
· A local was supposed to focus on autopay conversions this past year, but then the school district entered a financial crisis. The leaders had to pivot to fighting layoffs to protect jobs. Members started to organize and show up in force at school board meetings. Membership recruitment and autopay conversion has gotten much easier. 25 new members join the union in the last week of school. And when members join they enthusiastically sign up for committees to get involved. Educators could see the union fighting for them, and really understand what the union was all about. Sometimes a bad boss is the best organizer.

· Feedback – Sometimes your honest assessments, paired with an empathetic suggestion, are what will most help your coachees move forward.
· Ex. “I’m really worried this is going to come off wrong, but I see you getting in your own way, by constantly focusing on what’s not working here. I’ve been there! We’re often surrounded by negativity in our school buildings. But unless you find a way to focus on what’s going right, I don’t think a lot more coworkers are going to say ‘yes’ to taking action…” 

· Suggestions/Advice – Advice is the least likely to develop our coachees into strategists, who are capable of making the many assessment-driven decisions needed in the “heat” of any campaign. But there are moments when our suggestions are what’s needed, particularly when “coaching for performance” rather than “coaching for learning.” Sometimes offering ideas when people are really stuck can be an opening.
· For example, a group I was coaching kept mentioning my suggestion is that you do a one-to-one training so you can both build the capacity of your team to do them, as you move toward more recruitment, and they also get to build a team container together as they practice doing them with each other. What do you think about that? 

· Ask for any clarifying questions about the interventions. Respond lightly and quickly.

	Coaching learn the range of coaching interventions available to them to support the leader’s growth.

	30 min
	
	Crafting Coaching Questions Activity
	

	
	Crafting Coaching Questions Hand out
	Group Activity Hand out 
Now we are going to break into small groups of 3-4 people. 5 min set up

What questions would you suggest our coach could use to address these challenges in this scenario?  

Scenario: Rebuilding the union and winning raises in a suburban district - 20 min
Sarah is a newly elected President in a district in a small city. She and the other newly elected officers decided to run because they wanted a stronger union. Winning higher raises is a widely felt issue, but the officers aren’t sure how to get there. Sarah wants to start the campaign right away because she just attended a campaign training. Another officer Paul is worried about low member participation. And another officer Marie thinks that they don’t need a campaign and just should deal with it when bargaining comes up. Sarah is feeling frustrated but determined to figure it out. 

The union currently has only 30% dues paying members.  Many of those members believe the union needs to win salary increases. They aren’t aware of the role members can play, or how they can be involved in their union. They think of the union as a third party- someone else doing the work.  These members can’t imagine what is possible or how the union could campaign for better pay.  Just a small group of members goes to the union meetings. 

Great questions…
· Are open-ended (not a ‘yes-no’ answer)
· Are answerable (not too complex or theoretical)
· Generate options, ideas, or insights
· Avoid being ‘advice with a question mark attached’ (“You should do this tactic next, don’t you think?”)

	My Observations

➡️
	My “Gut Response”
➡️
	My Curiosity Underneath
➡️
	A Question I Could Ask
💬

	The officers have a goal but aren’t sure how to win it. 
	“They just  need to organize.”
	“What will it take for them to activate their members? 
	“What feels most important right now to move towards your goal?”

	
	
	
	




5 min Group Discussion: Ask for a few groups to volunteer and debrief the exercise as a group
	Participants deepen their analysis of what is an effective question in a specific scenario. 

Participants learn the concept of observation and moving, awarenss of their immediate reaction and thinking through how to craft an effective question. 

	50 min
	
	Diagnosis: Head, Heart, Hand in Coaching.
	

	Create slides from here on
	Diagnosis Group Activity
	Diagnosis of a Coaching issue is critical. Providing the correct intervention allows members to reflect accurately and help them adjust their tactics. Below are 3 typical interventions in coaching. 

We begin diagnosis first with observation: What do I see and hear?

Issue: 
· Motivational (heart): Is the individual struggling because they are not putting forth enough effort? Are they not trying hard enough because they are embarrassed? Are they quitting too soon because of frustration or fear?
· Ask participants to share out, what might this sound like in your 1-1?  
· I am worried... I tried... What if... 

· Strategic (head): Is the individual struggling because the goals are not achievable? Or because they’re not thinking creatively enough about how to use the resources they have to meet goals? Or because the overall strategy doesn’t make sense and needs to be clarified or adapted to their situation?
· Ask participants to share out, what might this sound like in your 1-1? 
·  I have done everything I can....It is too much... this list is bad. 

· Skills-based (hands): Is the individual struggling because of not being able to muster the behavioral skill to execute effectively? Do they not have the skill in their repertoire? Is the person getting interference from other habits and behaviors (like someone well-versed in marketing speak may think that skill set is a substitute for authentic story-telling skills)? Is there something you could model, or that this person that just needs more help practicing and debriefing?

  40 Minutes:  Diagnosis Group Activity Hand Out

We will break folks into groups of 6. And spend 25 minutes charting the following:  
· Come up with a team name  
· Diagnose the appropriate intervention (head/heart/hands) 
· What questions might you ask to help determine your diagnosis?
· What questions might you ask to help with the intervention? 
 Scenarios are in this linked hand out: Diagnosis Group Activity

Key: 
Ms. Alvarez – Heart 
Mr. Greene – Head 
Ms. Okafor – Hand 
Coach Rivera – Heart 
Dr. Shah – Head 
Mr. Lawson – Hand 
 
Have each team write on chart paper their appropriate diagnosis, questions to determine the diagnosis, and the questions for intervention.  
Have them put their charts close together so they can see what they did.  
 
What is the big learning you had from this process?
 
Final question to reflect on... if you misdiagnose this, what might go wrong? Have participants share out. Note it is not fatal- but wrong diagnosis can lead to frustration. However, with good check ins- you can catch your wrong diagnosis and correct.  
 
(If time: If we keep pushing someone with a effort intervention who is already trying a lot- that leads to burn out. “Just try harder” 

If we push someone who has the skills with a skills intervention- they feel like they are a failure. “Nothing works” 

If we push some to just reinforcing an existing strategy- the work then feels impossible. “It is impossible”) 
 
Key Points:  
· Debriefing and check ins are critically important because they allow the space and time to do these interventions.  
· The correct intervention is critical to supporting a person's growth and helping them find the answers.  
· Asking good questions helps us find the appropriate intervention. 

	Participants how to diagnosis a problem using the head, heart, hand diagnosis model.

	55 min
	
	Practice Coaching: Pairs
	

	
	Practice Coaching Pairs Activity

	[ Note: If possible, ask the participants to identify a problem of practice and goal they want coaching on as prep for this workshop.]


10 minutes - Whole group example of coaching practice 
This should be very put together and well thought out. Save any debrief conversation for after they have a chance to practice 

Get in groups to practice 
Everywhere should identify a problem of practice they would like coaching on. A problem of practice is something that you care about that would make a difference for your locals if you improved it.  The more specific the problem of practice is, the more helpful the recommendations for your next level of work will be.  Identify what a goal would be for a short coaching session.  
You are going to work in pairs and will do two rounds of 15 min coaching sessions.  For each round, one person agrees to be coached on an issue and one person agrees to do the coaching (if you have an odd number of participants have a facilitator participate; having only 2 per group is important).


Structure of the 20 minute rounds: 15 min coaching, 5 min debrief X2
· Establishing the agenda:  Leader begins to present the problem of practice and the goal. Coach is focused on supporting the leader to define what they would like coaching on. Ask clarifying questions and repeat back the coaching topic to ensure there is understanding.
· Questions to guide:   Coach asks questions to support the leader to gain deeper insight and explore different ways to navigate challenges. Internally, the coach is thinking through their diagnosis and what questions would support the leader’s growth. 
· Moving to Act:   Coach will guide the leader to identify what insights surfaced and a step they can take to support change.  The Coach can use summarizing and reflecting techniques.
· Debrief: Spend 5 min to debrief after the coaching conversation
· What did you feel successful with as a coach or leader?  
· Did the coach support the leader’s growth such as deeper insight, clarity, skill or motivation?
· What intervention did the coach use?
· What would you change the next time you coach/are the leader?   
· What is a key takeaway from this for the next time you are coaching?
 
 5min (Large group debrief) How was it to practice coaching? What questions are lingering for you? Any takeaways from the practice of what you learned or want to work on?

Coaching is a skill that takes practice. 
	Participants practice coaching another person. 

Participants learn the structure of a coaching conversation.

Participants gain feedback on their strengths and areas of growth for developing their coaching skills.

	20 min
	
	 Who might be a good coach?
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	10 min large group discussion
As Ella Baker says, 
"I have always thought that what is needed is the development of people who are interested not in being leaders as much as in developing leadership in others." [1]

In Campaign Lab we are recruiting members across the country to become Campaign Coaches. Who might be a good coach?

Ask the group the question and write out their answer of qualities that people share. Might include:

Good at leadership development
Good listener 
Curious
Committed to mentoring

What is the difference between a leader and a coach? (Ask the group)

That’s right a coach doesn’t need to be in spotlight but is a good mentor. Someone who brings people in and supports them might be a good coach.

Coaches often have more success when we’re thoughtful about the coaching styles available to us.
As we have gone through this coaching skills training, what style of coaching might you like to have?

Here’s some Coaching Styles to consider:

· Curious Co-Conspirator – Campaign coaches spend most of our time discovering “the right answers for right now” alongside the organizers we’re coaching 

· Expert Campaigner – And campaigning is a complex skill to learn, and we draw on our experiences to craft questions, make observations and help them see more options for handling a challenge 

· Cheerleader – We’re in charge of “noticing what’s going right here” and helping them access the motivation needed to keep going to the next mile marker past challenges that emerge

· Head Coach – We keep them moving from “scrimmages” (planning) to “the regular season” (launching a campaign) and towards “the playoffs” (campaign escalation)

· Supportive Peer – We’ve experienced how hard it can be, and can help organizers feel less alone during tough times (and help them feel proud of every small success)

6 min: Let’s break into pairs. Share which style of coaching resonates with you. It might also be a blend of styles or different styles not listed.

· Share the coaching style that resonates with your approach. 
· Share how do you imagine yourself going forward using coaching skills.

Q&A/Discussion: 4 min As we wrap up, does anyone have questions or reflections they would like to share?

	Participants gain awareness of who might be a good coach. 

This supports identifying new coaches for Campaign Lab.

	10 min
	
	Apply to become a Campaign Lab Coach
	

	
	Campaign Lab Coach Application
	Before we wrap, we would like to share more about becoming a Campaign Coach with Campaign Lab. Campaign Lab is building a vibrant peer network of local unions that want to deepen member participation and build strong campaigns to advance equity and justice in their schools and communities. Campaign Lab’s coaching, community and training brings together local leaders who want to learn, strategize and be solidarity with each other. 

Over the next three years, the Lab will support 500+ locals, and, in order to reach scale, we need leaders like you with demonstrated organizing experience to coach your peers from across the country as they plan and implement issue-organizing campaigns.   

The Commitment (what you give) 
Remotely coach 1-2 participating Campaign Lab teams; coaching 1 team is a ~5-hour per month commitment; coaching 2 teams is a ~9-hour per month commitment. 

Engage in the following activities: coach local teams and team leads; plan, reflect on, and document coaching calls; participate in virtual trainings and workshops; participate in peer-to-peer problem-solving calls with other coaches; engage in follow-up check-ins with local teams between coaching sessions. 

An initial 12 month commitment, with the possibility of extending the commitment upon successful completion of an initial coaching cycle. 

The Opportunity (what you receive) 
A stipend of $1,100 for coaching 1 local team or $1,800 for coaching 2 local teams for one year, with the option to extend.  
Foundational training in methods and tools for coaching campaigns. 

Biweekly (twice per month) coaching from an experienced organizing coach that will work with you to sharpen your coaching skills and navigate coaching challenges in ways that build the skills, motivation, and strategic capabilities of local team leads.

The opportunity to participate in a historic national campaign committed to promoting, protecting, and strengthening public education. 


Successful coaches will have: 
Demonstrated experience in foundational organizing practices, including holding 1-to-1 organizing conversations, coaching others to hold 1-to-1 conversations, identifying targets, crafting demands, designing escalating tactics, and assessing and debriefing campaigns.  

Previous leadership in issue organizing campaigns in your local.  

A willingness to grow and develop in your organizing and coaching practice through receiving coaching and participating in a national movement-based community of practice.



Access the application here:

Feel free to contact us with any questions.

Thank you!
	Participants learn about becoming a Campaign Lab Coach.
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Our Coaching Lineage
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At your tables:

Share a litle about your experience:

Whatdid the coach (or other person) do?
What qualities did they demonstrate?
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Possible Interventions
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Key Point “I have always thought

that what is needed is
the development of
people who are
interested not in being
leaders as much as in
developing leadership
in others.”





