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Foreward

In the late 1970s, I spent much of my research time studying
interactions between supervisors and teachers. I noted that
most of the literature in supervision was void of the per-
sonal, cognitive, and developmental nature of human inter-
actions. My own work in developmental supervision was an
attempt to address this void by putting humans, with all
their magnificent complexities, into the supervision equa-
tion. I believed supervision should enhance the thinking of
professional educators rather than make them conform to
particular practices. My initial attempts were limited, though,
and I knew that additional information, techniques, and
skills were needed to move clinical supervision beyond the
ordinary recipes, steps, and external procedures being
advocated.

In the early 1980s, I came across the work of Art Costa and
Bob Garmston. Many school practitioners raved to me about
attending their workshops and using the information pre-
sented there to make practical applications to their work. I
immediately set about making the acquaintance of Profes-
sors Costa and Garmston, realizing that they were onto
something important in redefining supervision as “cognitive
coaching.” Their command of counseling, clinical supervi-
sion, organizational development, teaching effectiveness,
and cognitive psychology was impressive. Little did I know
that their work was a harbinger of new educational de-
mands, expectations, and reforms in the 1990s.

As my own research moved away from individual supervi-
sor-supervisee interactions to a focus on schools working
together for democratic renewal, I saw even more clearly the
importance of Costa and Garmston’s work in remaking
teaching as a dignified and thoughtful profession. I am so
pleased that they have put their years of studies and
applications into a highly accessible book for all school
leaders: teachers, supervisors, and administrators.

Readers will find Cognitive Coaching to be an intellectually
stimulating resource for assisting individuals and groups in
becoming more thoughtful and purposeful about the core of
our profession: teaching and learning. IfIwere asked to refer
school practitioners to the definitive guide for enriching



thinking about teaching practice, this would be the source.
The challenge of remaking public schools to educate all
students must begin with each one of us. Costa and
Garmston show us how to move from theory to practice.
They give us direction for how we as individuals can think,
speak, and behave toward one another to create the thought-
ful educational environments that all our children deserve.

Carl Glickman

Professor, Department of Educational Leadership
Executive Director, Program for School Improvement
University of Georgia at Athens



vii

An Introductory Note

This book takes the reader on an extensive intellectual (and
emotional) tour, with many interesting side trips and many
marvelous opportunities to do some broad-gauged idea-
collecting and shopping along the way. There is, however, a
well-defined destination and your tour guides have a sur-
passing command of the terrain plus a passionate commit-
ment to it. No reader can travel this journey without being
invigorated.

Writing an introduction for a book written by personal
friends is a bit tricky, since one must balance objectivity
(one’s obligation to the profession at large) with the admira-
tion that has built up over years of colleagueship. Fortu-
nately in this case, my cognitive responses to the material
were never in conflict with my cheerleading tendencies: this
is, simply stated, a very fine book. I envy the readers,
especially those in early stages of the professional aware-
ness that these authors seek to define, who will be trans-
ported to the high terrain on which tomorow’s schools—
Renaissance schools—will hopefully be built.

The three goals of Cognitive Coaching as identified by Art
and Bob are TRUST, LEARNING AND HOLONOMY. The
latter term, borrowed from Arthur Koestler, is skillfully used
to represent the twin goals of individual autonomy, on the
one hand, and collaboration (working interdependently with
others), on the other. The simultaneity of these behaviors is
seen as crucial, and the coach’s role in helping individuals
to thrive, not only on their own terms but also as members
of the professional community, is a recurring theme in the
book.

The history and underpinnings of cognitive coaching are
well developed in the opening chapter. The stage is set for a
major message for coaches, namely that their work medi-
ates individual growth toward the “five states of mind” on
which the volume concentrates: efficacy, flexibility, crafts-
manship, consciousness, and interdependence. These states
of mind, sources of holonomy, are particularly developed in
the seventh chapter and illustrated in the eighth.
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The concept of renaissance refers to reinvention; new vision;
anew paradigm. The term, which is built into the book title,
is predominant in the text and serves as a symbol for the
vitalization and redefinition of schools as well as the human
beings who serve in them, or are served by them. The term
is apt, since most persons use “renaissance” in a positive
and salutatory manner. All the same, it may be useful for me
to observe that the wonderful schools Art and Bob seek to
describe and promote have never before existed. Rather
than a “rebirth” of excellent schooling, they are in fact
anticipating an educational genesis or origination. Granted,
many elements of intelligent and enlightened practice can
be found in educational history, but full-fledged and au-
thentic models are yet to be developed. We should all be
grateful to Art and Bob for providing such practical and
persuasive advice as we pursue this developmental oppor-
tunity.

Having been continuously involved for more than thirty
years in definitions and applications of growth-oriented
supervision, or coaching (much the better term), I found
myself stretched and re-educated by much that is in this
volume. Art and Bob take us to a higher level, or in their
terms they have made a quantum leap, in understanding
the role and the power of coaching. The adjective “cognitive”
is very appropriate, and in addition the dimensions of trust
and caring within the coaching function seem increasingly
relevant when elaborated by these obviously caring authors.
This book reads well. It is a nice mixture of informal,
conversational material and scholarly depth. The breadth
and the currency of referenced works confirm that the
authors are well in command of the expanding literature.
The skill with which they have selected quotes and ideas
from that literature confirms their excellent sense of what
really matters as we think about improving the educational
world we inhabit. That world will be a better place if we take
their views seriously.

Robert H. Anderson
Anchin Center Professor
University of South Florida



Origins of Cognitive Coaching

Cognitive coaching has its source in the confluence of the
professional experiences of Arthur L. Costa and Robert J.
Garmston, who both began their educational careers in the
late 1950s, a time of great ferment in American education.

In the early 1970s, Nabuo Watanabe, then Director of
Curriculum Services of the Contra Costa County Superin-
tendent of Schools Office, convened a group of California
educators to develop a strategy for assisting school admin-
istrators in their understanding and application of human-
istic principles of teacher evaluation. Art was a member of
that group. Based on the clinical supervision model of
Cogan and Goldhammer, the group outlined the basic
structure of the pre- and post-conference. They also identi-
fied three goals of evaluation: trust, learning, and au-
tonomy, goals and processes that foreshadowed key con-
cepts in cognitive coaching.

At about the same time, Bob was a consultant and principal
for the Arabian American Oil Company Schools in Saudi
Arabia. He was implementing a system-wide innovation in
computer assisted individualized instruction which cast the
teacher in the roles of facilitator and mediator for student
learning. Simultaneously, he and his colleagues were apply-
ing the pioneer work in clinical supervision developed by
Cogan, Goldhammer, and Anderson at the Harvard Gradu-
ate School of Education. Additionally, Bob was teaching
communication courses in Parent and Teacher Effective-
ness Training, developed by psychologist Thomas Gordon
and a forerunner to some of the nonjudgmental verbal skills
found in cognitive coaching today.

In his early years as a teacher and curriculum consultant,
Art was highly influenced by leaders in education and
cognitive development. Art’s doctoral work at the University
of California, Berkeley, emphasized curriculum, instruc-
tion, and developmental psychology. He conducted courses
based on the curriculum and instructional theories of J.
Richard Suchman, Hilda Taba, Jerome Bruner, and Reuven
Feuerstein. Bob's early pedagogical mentors included an
exceptional group of professors at San Francisco State
University, Santa Rosa Center, who operated as an interdis-



ciplinary team and the national leaders in humanistic
psychology. After 20 years in the roles of teacher, principal,
director of instruction, and district superintendent, Bob
completed a doctorate at the University of Southern Califor-
nia with an emphasis on educational administration, soci-
ology, and staff development.

About the same time that the emphases of cognition,
instruction, and supervision were beginning to coalesce for
Art, Bob was piecing together principles of counseling
practices and strategies of group dynamics for school im-
provement. He joined the faculty at California State Univer-
sity as Professor of Educational Administration, and taught
courses in curriculum development, school improvement,
supervision, and neuro-linguistics. Art was also teaching
curriculum and supervision of instruction at California
State University, and he and Bob were assigned to the same
office. They developed the first formal expression of cognitive
coaching one summer afternoon while sailing near Sacra-
mento, and that December they tested their ideas with staff
developers in a presentation at a statewide conference. The
enthusiastic reception led to further conceptual work and
publications as well as invitations to present seven-day
“trainings” to educators.

By the summer of 1985, it became clear that the interest in
cognitive coaching far exceeded Art and Bob'’s capacities to
inform others about it. This stimulated the formation of the
Institute for Intelligent Behavior, an association of persons
dedicated to enabling educational and corporate agencies to
support their members’ growth toward the five states of
mind. Currently, six Senior Associates and approximately
30 Associates provide seminar programs in cognitive coach-
ing to interested school districts and private-sector organi-
zations throughout North America, Europe, and the Far
East.

For information concerning Cognitive Coaching seminars
and other services provided by the Institute, contact:

Institute for Intelligent Behavior
720 Grizzly Peak Blvd.
Berkeley, CA 94708
(510) 528-8678
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1

What Is Cognitive Coaching?

The Butterfly Effect: A butterfly stirring the air today in Peking can
transform storm systems next month in New York.!

Like the tiny air disturbances created by the butterfly’s
wings, very small and often invisible adjustments to a
system can radically redirect its entire course. A physical
therapist, for example, will sometimes spend an entire
session massaging a foot, knowing that the spine, muscles,
and tendons will make corresponding adjustments toward
alignment in the week that follows.

Schools and educational organizations are also systems,
influenced by a wide range of dynamics that shape the
direction, capacities, and production of those who work within
them. Enlightened educators who seek to influence far beyond
the moment create, ever so gently, minuscule turbulences like
those of the butterfly’s wings. Cognitive coaching is one such
consistent, positive disturbance that can bring profound
changes to the classroom, school, district, and community.



2 Chapter 1

Metaphors for Coaching

Think of the term coaching, and you may envision an athletic
coach, but we have quite a different metaphor. To us,
coaching is a conveyance, like a stagecoach. “To coach
means to convey a valued colleague from where he or she is
to where he or she wants to be.” 2 Skillful cognitive coaches
apply specific strategies to enhance another person’s per-
ceptions, decisions, and intellectual functions. Changing
these inner thought processes is prerequisite to improving
overt behaviors that, in turn, enhance student learning.

Cognitive coaching is anonjudgmental process—built around
a planning conference, observation, and a reflecting confer-
ence. Anyone in the educational setting can become a
cognitive coach—teachers, administrators, department
chairs, or support personnel. A coaching relationship may
be established between teachers and teachers, administra-
tors and teachers, and/or administrators and fellow admin-
istrators. When a cognitive coaching relationship is estab-
lished between two professionals with similar roles, or
peers, it can be referred to as peer coaching.



3 What Is Cognitive Coaching?

In an increasing number of educational communities, cus-
todians, school secretaries, bus drivers, parents, students,
and cafeteria workers are learning the skills of cognitive
coaching. In one Michigan school district, the director of
maintenance coaches an elementary principal, who in turn
coaches a teacher. While it is important to recognize the
value of cognitive coaching for everyone in the educational
community, we have chosen to use the principal and teacher
relationship to illustrate the coaching process.

Three Goals

Cognitive coaching is organized around three major goals:
e establishing and maintaining trust, an assured reli-
ance on the character, ability, or strength of someone

or something;

e facilitating mutual learning, which is the engagement
and transformation of mental processes and percep-
tions;

e and enhancing growth toward holonomy,3 which we
define in two parts: individuals acting autonomously
while simultaneously acting interdependently with the

group.

Developing and maintaining trust is fundamental to achiev-
ing the other two goals because it creates a safe atmosphere
where learning and change can occur. Trust is not an end
in itself, but it is prerequisite for success in the coaching
relationship. We discuss the issue of trust in greater depth
in Chapter 3.

Learning—by the teacher and the coach—is perhaps the
obvious goal of cognitive coaching. Cognitive coaches en-
courage and support individuals as they move beyond their
present capacities into new behaviors and skills. To achieve
the goal of learning, the coaching process incorporates the
basic principles of knowledge construction by Jerome Bruner,
Jean Piaget, and Hilda Taba; the adult learning theories of
Malcolm Knowles; human development sequences based
upon the work of Jean Piaget, Lawrence Kohlberg, Frances
Fuller, and Eric Erickson; the neurolinguistic studies of
Richard Bandler and John Grinder; and the mediational
theories of Reuven Feuerstein. Chapter 5 details the coach’s
role in facilitating learning.



4 Chapter 1

The heart provides a useful example of the third goal,
holonomy, which is derived from two Greek words: holos
meaning whole and on meaning part. The heart performs a
unique function with its own intricate rhythm and patterm
of functioning. Even when it is transferred to another body,
the heart asserts its characteristic pattern of activity. Yet the
heart’s activities are regulated or modified by the autonomic
nervous system, hormones, and other influences. The indi-
viduality of the heart operates within the wholeness of a
larger system, and, in turn, affects the entire system.

Likewise, the most effective teachers are autonomous indi-
viduals—self-asserting, self-perpetuating, and self-modify-
ing. However, teachers are also part of a larger whole—the
school—and are influenced by its attitudes, values, and
behaviors. (And in turn, the school is an autonomous unit
interacting within the influence of the district and the
community.)

The goal of developing holonomy consists of two outcomes:
parts and whole. The first outcome is to support people in
becoming autonomous and self-actualizing. The second
outcome is formembers of the school community to function
interdependently, recognizing their capacity to both self-
regulate and be regulated by the norms, values, and con-
cerns of the larger system. And, of equal importance,
recognizing their capacity to influence the values, norms
and practices of the entire system. Five states of mind
provide the energy sources for the actualization of holonomy,
which we will discuss more in Chapter 6: efficacy, flexibility,
craftsmanship, consciousness, and interdependence.

Toward a Renaissance Definition of Coaching

The current management culture, with its focus on
controlling behavior, needs to be replaced by a man-
agement culture in which skillful coaching creates the
climate, environment, and context that empowers
employees and teams to generate results. .

Coaching...that conversation which creates the new
management culture, not as a technique within the



