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What Are Instructional 
Frameworks?
An instructional framework is a set 
of shared expectations serving as 
the basis for conversations about 

professional practice.

A good framework creates a 
roadmap for improving practice by 

articulating clear levels of 
performance in specific areas.
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What Are Instructional 
Frameworks?

At a minimum, an 
instructional framework 

provides shared 

vocabulary
for talking about practice.
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Sources of Shared 
Framework Language

• Teacher evaluation criteria
• School-wide practices
• Curriculum-specific practices
• Training-specific practices
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Ideal Instructional 
Frameworks

• Rubrics describing teacher practice
• 4 levels of performance
• Rich, qualitative descriptions for 

each level in specific categories
• May or may not apply to all 

teachers, grade levels, & subjects

What Are Instructional Frameworks?



Broad vs. Narrow 
Frameworks

• Some frameworks are useful for 
all subjects and grade levels

• Others are specific to certain 
subjects, grade levels, or even 
individual learning activities
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Broad vs. Narrow 
Frameworks

What Are Instructional Frameworks?

Narrower Focus
More useful to teacher

Less useful to leader

Broader Focus
Less useful to teacher
More useful to leader



The Problem with Most 
Shared Expectations

• We have shared expectations…

• But they often aren’t written down…

• And even when they are written down, 

they usually aren’t specific enough…

…and may be little more than

buzzwords.
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3 Problems with Most 
Shared Expectations

• Design: converted into a misguided 

instrument

• Specificity: not written down in enough 

detail

• Usage: used summatively without being 

used formatively—for scoring without 

feedback
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The Design Problem

Too often…
• Expectations are converted into 

misguided instruments such as 
rating scales or checklists
• We use these in place of effective 

feedback conversations
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The Specificity Problem

Too often…
• We don’t establish nearly enough 

shared expectations in writing
• When we do, we aren’t specific 

enough
• We don’t take the “insider’s view” of 

practice
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The Usage Problem

Too often…
• We under-utilize our shared 

expectations formatively, e.g. in 
feedback conversations

• We overuse them summatively, 
e.g. in final evaluations

What Are Instructional Frameworks?



Journal

• What broad frameworks are used in 
your organization?
• What narrow frameworks have you 

encountered in your career? 
• Which problems—specificity, design, 

usage—come to mind for the 
frameworks?

What Are Instructional Frameworks?



Qualitative Rubrics & 
Their Inferior Substitutes



What Is An Instructional 
Framework?
• Not a list of strategies
• Not a list of characteristics
• Not a set of buzzwords

Instructional frameworks are 

rubrics
Qualitative Rubrics & 
Their Inferior Substitutes



3 Problems with Most 
Shared Expectations

• Design: converted into a misguided 
instrument
• Specificity: not written down in enough 

detail

• Usage: used summatively without being 

used formatively—for scoring without 

feedback
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Ways of Describing
Shared Expectations

•Qualitative rubric
• Frequency/extent rubric
•Checklist
•Rating scale
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Examples of High-Quality 
Instructional Frameworks

Broad frameworks:
• Danielson Framework
• Kim Marshall Teacher & Principal 

Evaluation Rubrics
• Stronge Effectiveness Performance 

Evaluation System

Qualitative Rubrics & 
Their Inferior Substitutes



Qualitative Rubrics & 
Their Inferior Substitutes

© 2019 The Danielson Group, Inc. All rights reserved.



Qualitative Rubrics & 
Their Inferior Substitutes

© 2013 The Danielson Group, Inc. All rights reserved.



Levels of Performance:
Qualitative Distinctions

• A high-quality instructional framework 
should describe qualitatively different
levels of performance
• At higher levels of performance, 

teachers don’t just do the same things 
better and/or more often—they 
actually engage in different practices

Qualitative Rubrics & 
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Qualitative Rubrics & 
Their Inferior Substitutes

© 2013 The Danielson Group, Inc. All rights reserved.



Qualitative Style Rubric
for Necktie
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Qualitative Style Rubric
for Necktie
• Unsatisfactory: necktie is missing, improperly tied, badly 

out of style, stained, or does not match suit
• Basic: necktie is clean and tied correctly; may be out of 

style or slightly mismatched with suit; knot may be slightly 
too high, low, tight, or loose, and may not be the best knot 
for the tie

• Proficient: necktie is clean, properly tied, and of a modern 
style that matches the suit well; length and knot are 
appropriate.

• Distinguished: necktie is extremely stylish; knot is 
appropriate for the shirt collar and weight of the tie, and is 
perfectly tied; tie complements suit in both style and 
pattern; matching pocket square is folded perfectly.

Qualitative Rubrics & 
Their Inferior Substitutes



Qualitative Rubrics & 
Their Inferior Substitutes

2014 by Kim Marshall. Open source, via MarshallMemo.com



Ways of Describing
Shared Expectations

•Qualitative rubric
• Frequency/extent rubric
•Checklist
•Rating scale

Qualitative Rubrics & 
Their Inferior Substitutes



Frequency/Extent Rubrics

Many rubrics’ levels of performance 
differ only in:
• The extent to which an expectation is 

met
• How often the expectation is met/the 

practice is used
• How many characteristics are expected 

(“Distinguished: Everything in proficient 
plus…”)

Qualitative Rubrics & 
Their Inferior Substitutes



Qualitative Rubrics & 
Their Inferior Substitutes

© 2020 Stronge and Associates, obtained from StrongAndAssociates.com



Qualitative Rubrics & 
Their Inferior Substitutes

© 2012 Responsive Classroom / Northeast Foundation for Children. All rights reserved.



Frequency/Extent Style 
Rubric for Necktie
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Frequency/Extent Rubric
for Necktie
1. Never wears a tie, or always wears a tie that 

is out of style, stained, or improperly tied
2. Sometimes wears a tie; tie is often stained, 

out of style, or improperly tied
3. Consistently wears an appropriately styled 

and tied tie; knot and length are 
appropriate; usually clean.

4. Always wears a very stylish tie; always tied 
correctly, with perfect length; always 
matches suit perfectly; always clean. 

Qualitative Rubrics & 
Their Inferior Substitutes



What’s Wrong With 
Frequency/Extent Rubrics?

• Frequency/extent is very hard to 
document
• More is not always better
• Risk of missing the point
• No clear vision of improvement—

what the next level looks like

Qualitative Rubrics & 
Their Inferior Substitutes



Ways of Describing
Shared Expectations

•Qualitative rubric
• Frequency/extent rubric
•Checklist
•Rating scale
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Qualitative Rubrics & 
Their Inferior Substitutes



Necktie Checklist
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Necktie Checklist

1. Wearing a tie
2. Clean
3. Knot tied correctly
4. Appropriate length
5. Stylish
6. Matches suit

Qualitative Rubrics & 
Their Inferior Substitutes



What’s Wrong With 
Checklists?
• How a teacher uses a practice 

matters more than whether
• No path to growth
• Not everything is observable all the 

time or needs to be used in every 
lesson
• Easily gamed with “box-ticking” 

behavior

Qualitative Rubrics & 
Their Inferior Substitutes



Necktie Checklist,
Arbitrary Edition

1. Wearing a tie
2. Clean
3. Half-windsor
4. Touches top of belt buckle
5. Black, narrow, silk

Qualitative Rubrics & 
Their Inferior Substitutes



Ways of Describing
Shared Expectations

•Qualitative rubric
• Frequency/extent rubric
•Checklist
•Rating scale

Qualitative Rubrics & 
Their Inferior Substitutes



Qualitative Rubrics & 
Their Inferior Substitutes

Effetictive Learning Environments Observation Tool (ELEOT 2.0)

© 2016 AdvancEd. All rights reserved.



Necktie Rating Scale

Qualitative Rubrics & 
Their Inferior Substitutes



Necktie Rating Scale

Qualitative Rubrics & 
Their Inferior Substitutes

Criteria: 1 2 3 4

Cleanliness

Knot choice

Tied correctly

Length

Style

Match w/Suit



What’s Wrong with Rating 
Scales?

• Specific areas or characteristics of 
practice
• No descriptions
• 1-4 possible points
• Unclear how evidence justifies score
• No path to growth

Qualitative Rubrics & 
Their Inferior Substitutes



The Gold Standard

The best instructional 
frameworks are leveled rubrics

with clear, qualitative differences 
between each level of 

performance—not just varying 
degrees of the same thing. 

Qualitative Rubrics & 
Their Inferior Substitutes



Journal

• Is our teacher evaluation instrument 
a qualitative rubric, a 
frequency/extent rubric, a checklist, 
or a rating scale? 
• What other shared expectations do 

we use that fit these descriptions?

Qualitative Rubrics & 
Their Inferior Substitutes



Making Frameworks
More Specific



3 Problems with Most 
Shared Expectations

• Design: converted into a misguided 

instrument

• Specificity: not written down in enough 
detail
• Usage: used summatively without being 

used formatively—for scoring without 

feedback

Levels of Performance
In Instructional Frameworks



Making Instructional 
Frameworks More Useful

To make your framework 
more useful in feedback 

conversations, make it more 

specific
Making Frameworks
More Specific



Making Instructional 
Frameworks More Useful

“This year, we’re focusing on 

engagement
in our walkthroughs.”

Making Frameworks
More Specific



Making Instructional 
Frameworks More Useful

“This year, we’re focusing on 

assessment
in our walkthroughs.”

Making Frameworks
More Specific



Making Instructional 
Frameworks More Useful

“This year, we’re focusing on 

purpose
in our walkthroughs.”

Making Frameworks
More Specific



Making Instructional 
Frameworks More Useful

Buzzword �
Shared Definition �

Leveled Rubric

Making Frameworks
More Specific



Rate Your Shared 
Expectations
1. Pure buzzword—no shared 

understanding
2. Shared meaning without an 

explicit definition
3. Shared, written definition
4. Rubric describing levels of 

performance
5. True rubric describing qualitative 

differences between levels of 
performance

Making Frameworks
More Specific



Making It Easier To Get 
More Specific

Don’t worry about:
• Scoring
• Observability
• Inter-rater reliability

Making Frameworks
More Specific



Inter-Rater Reliability

Making Frameworks
More Specific



Get Specific About
The Insider’s View
Focus on teacher decision-making, not 
observability, and ask yourself:
• What does this practice look like from 

the inside?
• What are the key dimensions of this 

practice? 
• What are the various levels of 

performance for each dimension?

Making Frameworks
More Specific



Example: Pacing 

Outsider’s view: 
“Teachers should keep up with 
the district pacing guide, while 
ensuring that each student 
masters essential content and 
skills.”

Making Frameworks
More Specific



Example: Pacing 

Insider’s view: 
“I need to finish this unit by 
Friday, and finish this lesson by 
the end of the period, but if I 
move on from this activity right 
now, I’ll lose a lot of students 
who aren’t getting it yet.”

Making Frameworks
More Specific



Example: Pacing 

Ask yourself:
• What are the key dimensions of 

teachers’ decision-making when 
they’re thinking about pacing?
• What are some examples of good 

and bad decisions in each area?

Making Frameworks
More Specific



Possible Dimensions 
Example: Pacing 
• Deadline: when do I need to be done with this 

topic/lesson/activity?
• Average: overall, does the majority of the class 

seem to “get” what I need them to get at this 
point?

• Exceptions: who needs extra time/help to get 
it?

• Interventions: what can I do to specifically help 
the students who don’t get it yet?

• Consequences: what will happen if a student 
doesn’t get it before we move on?  

Making Frameworks
More Specific



Example: Pacing
Dimension: Deadline 
Good and bad examples of teacher 
decision-making re: deadlines:
• Time runs out and teacher abruptly 

ends ac_vity/lesson without checking 
for understanding ❌
• Teacher checks for understanding with 

10 minutes remaining ✔
• Extends unit by a week because not all 

students have aaained mastery ❌

Making Frameworks
More Specific



Example: Pacing
Dimension: Average 
Good and bad examples of teacher 
decision-making re: average 
understanding:
• Asks class if everyone understands; 

does not check for understanding ❌
• Uses quiz or other assessment to gauge 

overall understanding ✔
• Relies on “outlier” students to check for 

understanding ❌

Making Frameworks
More Specific



Example: Nonresponsive 
Students 
Ask yourself:
• What are the key dimensions of 

teachers’ decision-making when 
they’re thinking about how to reach 
students who aren’t participating in 
virtual learning?
• What are some examples of good 

and bad decisions in each area?

Making Frameworks
More Specific



A Caution About Specific 
Teaching Moves 
• Be careful about identifying specific 

techniques as inherently good or 
bad
• Keep context and quality in mind
• Keep professional judgment at the 

forefront
• Remember: you can’t assess 

frequency

Making Frameworks
More Specific



A Caution About 
“Pet” Techniques

Making Frameworks
More Specific



A Caution About 
“Pet” Techniques

• Most instrucConal leaders have a 
repertoire of preferred strategies
• There is always more than one good 

way to accomplish a given 
instrucConal purpose

Making Frameworks
More Specific



Get Specific

• What does this pracCce look like 
from the inside?
• Focus on teacher decision-making, 

not observability
• What are the key dimensions of this 

pracCce? 
• What are the various levels of 

performance for each dimension?

Making Frameworks
More Specific



Draft a List of Key 
Characteristics—NOT 
Steps

“Using appropriate instructional 
groupings”

a. Grouping structure (e.g. pairs, triads) fits the 
instructional purpose

b. The grouping method is purposeful 
(heterogeneous, differentiated, leveled, etc.)

c. Groupings are based on assessment data
d. Groupings are changed as student needs change
e. Students are explicitly taught how to work in 

specific types of instructional groupings

Making Frameworks
More Specific



Journal

• How have goals such as scoring, observability, 
and inter-rater reliability prevented us from 
getting at the “insider’s view” of practice? 

• Think of a current priority—how specific are our 
shared expectations right now? 
1. Pure buzzword—no shared understanding

2. Shared meaning without an explicit definition

3. Shared, written definition
4. Rubric describing levels of performance

5. True rubric describing qualitative differences between 
levels of performance

Making Frameworks
More Specific



Levels of Performance
In Instructional Frameworks



Levels of Performance

Each component in a high-quality framework 
should be broken into levels of performance, 
which allows teachers and leaders to:

• Locate current practice on a 
developmental continuum

• Align evidence with levels of performance

• Determine growth steps

• Ultimately rate/score teacher practice

Levels of Performance
In InstrucOonal Frameworks



A Caution: No Scoring

• Individual lessons should not be 
scored
• Practice overall—not individual 

lessons—is the unit of analysis
• Using framework language in notes 

and conversations, and summative 
levels of performance will be 
obvious

Levels of Performance
In InstrucOonal Frameworks



Levels of Performance

Avoid reductive “frequency/extent” 
rubrics:

Levels of Performance
In Instructional Frameworks

Level 1 Level 2 Level 3 Level 4
NEVER uses 
appropriate 
instructional 

groups.

SOMETIMES 
uses 

appropriate 
instructional 

groups.

Consistently 
uses 

appropriate 
instructional 

groups.

ALWAYS uses 
appropriate 
instructional 

groups.❌



Levels of Performance

Avoid the temptation to enforce your 
pet strategies:

Levels of Performance
In Instructional Frameworks

Level 1 Level 2 Level 3 Level 4

NEVER uses 
triads. 

SOMETIMES 
uses triads.

CONSISTENTL
Y groups 

students in 
triads. 

ALWAYS has 
students work 

in triads. ❌



Avoiding Rubric 
Inflation
• Teachers tend to rate their own 

practice as a 3 or 4 in almost 
everything
• What people are already doing is 

almost never truly level 4
• Goal: Create a growth pathway for 

everyone

Levels of Performance
In Instructional Frameworks



How To Think About Levels 
of Performance

• Level 1: Apprenticeship of 
Observation
• Level 2: Taking Action
• Level 3: Local Best
• Level 4: Professional Model

Levels of Performance
In Instructional Frameworks



Example Rubric: 
Nonresponsive Students
1. I post and grade assignments, and send general 

reminders to do the work, but don’t follow up with 
non-responsive students beyond a single attempt. 

2. I attempt to contact non-responsive students using a 
series of messages in a single communication channel.

3. I work with my colleagues to make persistent attempts 
to contact non-responsive students using all available 
communication channels, including phone, email, and 
text. 

4. I work with my team and outside agencies to 
implement an RTI-like system of escalating contacts 
from multiple people who have a relationship with the 
student/family, using phone, email, text, mail, and, 
when necessary, in-person safety checks

Levels of Performance
In Instructional Frameworks



Journal

• In what areas of practice do we need 
to re-calibrate our expectations for 
what Level 4 performance looks 
like? 
• Where might teachers have inflated 

views of their own performance? 
How could they develop a more 
ambitious a vision?

Levels of Performance
In Instructional Frameworks



3 Key Moments to Use
Framework Language



3 Problems with Most 
Shared Expectations

• Design: converted into a misguided 

instrument

• Specificity: not written down in enough 

detail

• Usage: used summatively without being 
used formatively—for scoring without 
feedback

3 Key Moments to Use
Framework Language



3 Key Moments to Use 
Framework Language
• While observing—review to sharpen 

your perception
• While documenting—use specific 

language to document more 
precisely
• While talking—use to describe the 

evidence and make sense of what 
you saw in conversation

3 Key Moments to Use
Framework Language



Key Moment #1: Review Relevant 
Language While Observing 

• What are the key dimensions of this 
practice?
• What do I need to pay attention to?
• What do different levels of 

performance look like? 
• What might I be missing? 

3 Key Moments to Use
Framework Language



3 Key Moments to Use
Framework Language



Key Moment #2: Use Relevant
Language to Document

• How can I help the teacher self-
assess accurately?
• What’s the best specific language to 

describe what I’m seeing?
• What phrases need to be in my 

notes?
• What level(s) of performance match 

what I’m seeing?

3 Key Moments to Use
Framework Language



Key Moment #3: Use Relevant
Language in Conversation

• What dimensions of practice do I 
want to bring to the teacher’s 
attention?
• What level(s) of performance do I 

want the teacher to recognize?
• What’s the next step for this 

teacher?

3 Key Moments to Use
Framework Language



The “Insider’s View”
of Practice

The more we use 
framework language in 

feedback conversations, 
the more aligned our 

expectations will become.

3 Key Moments to Use
Framework Language



The “Insider’s View”
of Practice

Don’t worry about:
• Scoring
• Observability
• Inter-rater reliability

3 Key Moments to Use
Framework Language



Grain Size & Evaluation

• Formal observations usually treat one 
lesson or class period as the “unit” 
under examination
• However, we’re evaluating teacher 

practice overall, not individual lessons
• Individual observations are an 

important source of evidence for 
evaluations, but they should not be 
individually scored

3 Key Moments to Use
Framework Language



Journal

•When do I typically use 
framework language the most? 

•Where should I start using 
framework language more? 

• How can I shift my use of 
framework language from 
summative to formative? 

3 Key Moments to Use
Framework Language



Finding the Best Opportunities
To Use & Develop Frameworks



Finding The Biggest 
Opportunities

Develop shared expectations for 
practices that are:
• High-frequency
• High-impact
• High-variability
…to create a roadmap for growth. 

Finding the Best Opportunities
To Use & Develop Frameworks



Finding The Biggest 
Opportunities

See Chapter 20 of 
Now We're Talking!

21 Days to High-
Performance Instructional 

Leadership

Finding the Best Opportunities
To Use & Develop Frameworks



Finding Opportunities:
Visit Teachers by Team

• Same grade level
• Same subject
• Same course
•Close in time

Finding the Best Opportunities
To Use & Develop Frameworks



Don’t Be Afraid of 
Curriculum
• Attend the teacher training

• Review the teacher’s guide

• Strive to understand the internal 
logic

• Dig deep—and know when 
you’re scraping the bottom

• If adding on, know what you’re 
adding to

Finding the Best Opportunities
To Use & Develop Frameworks



What Do Students Need? 
First Things First

Finding the Best Opportunities
To Use & Develop Frameworks



What Do Students Need? 
First Things First
When students aren’t showing up at all, 
consider:
• Basic physiological needs—shelter, 

food, electricity
• Conditions we control that could allow 

them to participate (e.g. webcam off)
• Learning worth logging on for

Finding the Best Opportunities
To Use & Develop Frameworks



Example Rubric: 
Nonresponsive Students
1. I post and grade assignments, and send general 

reminders to do the work, but don’t follow up with 
non-responsive students beyond a single attempt. 

2. I attempt to contact non-responsive students using a 
series of messages in a single communication channel.

3. I work with my colleagues to make persistent attempts 
to contact non-responsive students using all available 
communication channels, including phone, email, and 
text. 

4. I work with my team and outside agencies to 
implement an RTI-like system of escalating contacts 
from multiple people who have a relationship with the 
student/family, using phone, email, text, mail, and, 
when necessary, in-person safety checks

Finding the Best Opportunities
To Use & Develop Frameworks



Journal

What are my best opportunities for 
developing instructional frameworks 
right now? What would be the most 
high-frequency, high-impact, and hig-
variability practices to build shared 
expectations around? 

Finding the Best Opportunities
To Use & Develop Frameworks



The Instructional Framework
Development Program



Bonus Training

The Instructional Framework
Development Program



Bonus Training

• For teachers to go through
• Have each team develop their own 

department- or grade-specific 
frameworks
• Use drafts in conversation
• Revise & repeat

The Instructional Framework
Development Program



Bonus Training

The Instructional Framework
Development Program



Bonus Training

The Instructional Framework
Development Program



Bonus Training

The Instructional Framework
Development Program



Journal

• Which teams would be most 
receptive to going through the 
Instructional Framework 
Development Program first?
• What might they want to work on? 

The Instructional Framework
Development Program


