	Instructions for Gradual Release Process (training site managers to coach)



	Session 1

Program Manager/Trainer 
Modeling for Site Manager

I Do
	Session 2

Program Manager/Trainer 
Working with Site Manager

We Do
	Session 3

Program Manager/Trainer 
Observing and Coaching 
Site Manager

You Do

	1. Trainer observes a team leader for the full programming time (complete lesson or component). 

2. Trainer and site manager fill out observation forms independently as they observe.

3. Immediately after the observation, trainer and site manager meet 
for 15 to 30 minutes to debrief, discuss what they saw and synthesize their observations 
and recommendations.

4. Within 24 hours of the observation, trainer, site manager and team leader meet to debrief. Trainer takes the lead in the debriefing and coaching session; site manager observes the trainer. 

5. After the observation debrief, trainer and site manager meet to debrief about the entire process, clarify any questions, review lessons learned and plan for the next session.


	1. Steps 1 to 3 from Session 1 are repeated. This may consist of a follow-up observation of the same team leader from Session 1, or it may involve a different team leader. 
2. Within 48 hours of the observation, trainer, site manager and team leader meet to debrief. This time, both trainer and site manager conduct the debriefing and coaching session. 
3. Trainer and site manager meet afterward to debrief about the process, clarify any questions, review lessons learned and plan for the next session.
	1. Steps 1 to 3 from Session 1 are repeated. This may consist of a follow-up observation of a team leader from a previous session, or it may involve a different team leader. 

2. Within 48 hours of the observation, trainer, site 
manager and team leader 
will meet to debrief. This time, site manager conducts the debriefing and coaching session and trainer observes. 

3. Trainer and site manager meet afterward to debrief about the process, clarify any questions, review lessons learned and plan for the next session.
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