
   
 

OBSERVATION AND FEEDBACK CHEAT SHEET 

TOP ACTIONS: 
1. Narrow the Focus: Narrow your focus to the area of the conversation to reduce your number of questions 

and maximize your time: 

 “Today, I want to dive into [specific element of lesson, action step area].” 
2. Fully unpack the model when a teacher struggles to identify the exemplar/gap: 

 Identify each key piece in the model 
o “What did I model for you in class/just now…” 
o Unpack each piece: “Let’s zoom in to a moment…What did I say? What did I do? Why is 

this important?” 
3. Change the action step: 

 Pick a higher leverage action step  
4. Punch the Action Step: 

 State the action step clearly and concisely before moving to practice 

 State the “what” (action step) and the “how” (key steps to implement the action)  

 Have teacher write it down and check for understanding to make sure they have it. 
5. Perfect the plan before you practice: 

 Give your teacher time to script out her actions before you start the practice 

 Anticipate what students could do/say incorrectly during the planning process 

 Perfect the plan before you practice 
6. Align the practice to the action step: 

 Make sure the practice directly practices what is in the action step 
7. Practice the gap 

 Make sure the practice targets where the teacher will struggle most in his/her implementation 
8. Follow Up—agree on a real-time feedback aligned to specific elements of the action step 

 Agree on a non-verbal or whisper prompt that aligns to elements of the action step 
 

More Actions: 

 

Aspect Constructive Feedback  
(“The top piece of feedback I can give you is to…”) 
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Delivery  Make more eye contact 

 Square your body so you’re facing your teacher 

 Use economy of language: spend less time talking and more time probing and 
getting teacher to practice 

 Provide wait time for teacher to work out an answer 

 Add transitional phrases to make movement to next step more seamless 
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Tone/Genuine   Smile as you deliver your praise: make it genuine 

 Nod your head as the teacher speaks 

Precision  Keep it short—no more than 1 minute 

 Use the phrase: ““We set a goal last week of ______ and I noticed how you 
[met goal] by [state concrete positive actions teacher took.]” 

 Link the praise to the teacher’s PD goal and a specific moment from class. 

Teacher-owned  Ask the question:  
o “What made this successful?” or  
o “What was the impact of [the positive action]?”   

to get them to reflect on why the action they took worked. 
 



   
 

Transition:  Make a smoother transition from seeing the success to seeing the model/gap:  
o “Now that we have set up students to successfully tackle IP, I want to 

focus on maximizing our utilization of data during independent practice. 
Specifically, I want to deep dive into aggressive monitoring.” 
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See the model  Check for their understanding of the model first:   
o  “What are the keys to ____ [action step/technique/content area]? What 

is the purpose?” 
o “What did you ideally want to see/hear when ____?”  
o “What was your objective/goal for ____ [activity/lesson]?  What did the 

students have to do to meet this goal/objective?”   

 Provide a model if teacher is half-way there or uncertain.  
o Zoom-in on specific elements of the model in the debrief.  

 If modeling:  
o “What do you notice about how I did [this action] compared to how you 

did it in class?” 

 If debriefing real-time feedback: 
o “When I intervened, what did I do? What was the impact of that 

feedback?” 

 If using video:  
o Choose a video clip that is 3 minutes or less 
o Avoid using video if questioning can lead to the same conclusion. 
o Have a clip of effective instruction queued up before the meeting 

starts.   
o Ask “What do you notice? How is this different than what you did in 

class?” 

See the Gap:   Be prepared to give the action step to the teacher if the teacher cannot identify 
the gap and the action step based on the exemplar. (Should only take one to 
two questions to determine how to help teacher see the gap.) 

 Script your questions prior to the meeting. 

 Address the problem directly: 
o “I noticed in class today that you [state difficulty teacher was having.]   
o “What is the challenge in implementing this effectively?” 
o “Which of your actions caused/allowed this to happen?” 

Use Classroom 
Observation Data 
for Seeing the 
Gap: 

 If using video: 
o Choose a video clip that is 3 minutes or less 
o Avoid using video if questioning can lead to the same conclusion. 
o Have your clip of the problematic moment in class queued up before the 

meeting starts.   
o Give a focus question: “What are the students doing?  What are you 

doing?” OR “Focus on…[e.g., number of at-bats students have]” 

 Present data if based on an observation that was not videotaped.  
o Leader provides data if the teacher cannot 
o “What effect did that have on the class/learning?” 

 For an action step around rigor—link to assessment  or exemplar: 
o “Let’s pull out your upcoming interim assessment. What will students 

need to be able to do to master the question that is connected to your 
objective today?” 

o “Let’’s look at your exemplar for this question. What will students need 
to be able to do to master the question?” 

o “What is the gap between that level of mastery and what students did in 
class?” 



   
 

Right Lever  Choose an action step that is linked to the teacher’s PD goals 
o “In keeping with our goal of XXX, the next thing we want to do is…” 

 Pick a higher leverage action step [state your recommendation] 

 Connect the action step to their PD goal: 
o “We’ve been working on ____ [goal] and you’ve already been successful 

with ____ [some of the action steps].  The next area for us to focus is 
_____.” 
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Bite-Sized Steps 
 

 Limit yourself to 1-2 action steps. 

 Use an action step that is accomplishable in the span of 1 week. 

 Use an action step that can be assessed (You should be able to see it in plans 
or by watching 10 minutes of class). 

 Name the what and the how clearly with the teacher 

 Set the action step before planning implementation 

CFU  Make sure the teacher writes down the action step. 

 Ask the teacher to restate the action step. 
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Plan Ahead  Ask, “Where would be a good place to implement this in your upcoming 
lessons?” to target the practice on an explicit moment. 

 Make time for teachers to pre-plan on paper before you practice. Ask, “What 
are all the actions you need to take/want to see in the students?” to focus this 
effort. 

 Tighten the script: “Now that you’ve made your initial plan, what will do you if 
[state student behavior/response that will be challenging]?” 

 Where appropriate, use a template for a teacher to fill in (for a struggling 
teacher). 

Practice, Round 1  Say, “Let’s take it live” or “Let’s practice” to start the practice session. 

 Stand up/move to a classroom to simulate the feeling of class (when 
applicable). 

 For struggling teachers, model before the teacher practices.  Ask, “What do 
you notice about how I did this?” 

 Have the teacher repeat imperfect practices to and beyond 100% correct.  
Then, debrief: “What made this successful?” 

 Pause the practice as soon as the teacher makes an error.  Use concise language 
to debrief. 

 Coach assertively—don’t make apologies (verbally or nonverbally) for asking 
people to practice 

Practice, Round 2 
 

 Once successful in Round 1, say, “Let’s try that again. This time I will be 
[student x who is slightly more challenging].” OR “This time let’s focus on ___ 
.” 

 Ask the teacher to identify how the action step applies to multiple contexts. 

 After practice, ask teacher to lock it in:  
o “How did what we practice meet or enhance the action step we named?” 
o “Where did our practice fall short or meet the exemplar at the start of 

the meeting?” 



   
 

Follow-up  Create a clear date for follow up:  
o For experienced teachers: “When would be best time to observe your 

implementation of this?” OR “When I review your plans, I’ll look for 
this modification.” 

o For newer teachers: “I’ll come in tomorrow and look for this technique.” 

 “How will you hold yourself accountable?” 

 Create a Real-time feedback cue aligned to the action step 

 Make sure you and the teacher write down key dates (completed plans, 
upcoming observations, new handouts, self-filming or Master Teacher 
observation) and next steps down in an organizer, planner or Outlook 
calendar. 

 


