
A GUIDE TO EFFECTIVE 
FEEDBACK CONVERSATIONS

Teachers are the driving force behind student 

achievement. Research shows that the greatest impact 

on student achievement comes from the decisions 

made by teachers and the actions they take to create 

learning opportunities for students.

Similarly, principals and building leaders are responsible for 

creating an environment in the school that nurtures professional 

growth and creates learning opportunities for teachers. 

Principals must be active evaluators of effective teaching 

practices. An essential part of principal effectiveness and 

instructional leadership lies in providing objective feedback and 

coaching to teachers leading to improved instruction. Principals 

and teachers form a partnership through conversation to make 

the most of professional growth opportunities. This guide 

provides a process for such conversations.

PREPARE

PRESENT DATA

DISCUSS FOCUS

MAKE A PLAN

FOLLOW UP

TIMELY
Within 24 hours of data entry

After every data entry

THE THREE GOLDEN RULES OF FEEDBACK

ONGOING
Tap into the feedback loop

Give chance to improve

CONSISTENT
Calibrate with others

Beware of halos and drifts



PREPARE      BEFORE THE MEETING
• Consider all relevant data

• Narrow the focus 

• Stick to the objective evidence

• Identify specific behaviors

• Use language from the rubrics

• Review the written comments

• Choose feedback path

• Develop intended outcome

• Select 3-4 questions

• Conduct this step quickly to avoid dwelling on scores

• Introduce and review relevant data with teacher

• Use rubric language in conversation

• Use data tool reports as a focal point

• Avoid offering opinions or advice

• Presume positive intentions

• Invite teacher input on focus 
 

• Facilitate the conversation through:  
– Posing questions of the teacher 
– Paraphrasing and active listening to understanding 
– Providing wait time for self-discovery and reflection

• Identify ability to make the change

• Ask the teacher for growth ideas

• Advocate for growth mindset

• Put ideas on the table

• Identify actionable steps for 
growth 

• Identify specific growth outcomes

• Offer access to supports, scaffolds, 
and resources

• Review process of feedback loop 
and its impact on the identified 
growth outcome

• Set timeframe for the next check 
for progress on identified growth 
outcome

• Provide teacher with opportunity 
to ask questions, clarify 
expectations or outcomes

PRESENT DATA      BEGIN THE MEETING 

DISCUSS FOCUS      LEAD TO THE CHANGE

MAKE A PLAN      TURN TO ACTION

FOLLOW UP      END THE MEETING
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The teacher lacks 
the foundational and 

conceptual knowledge 
of a principle 

of instructional 
effectiveness.

The teacher has an 
understanding of the 
instructional strategy, 

but does not use it 
effectively.

The teacher is 
knowledgeable, 

has some success 
implementing a 

strategy, and is able 
to reflect on how to 
further improve their 

practice.

The teacher clearly 
understands the 

concepts surrounding 
the instructional 

practice and 
implements it with 

some degree of 
expertise.

The teacher gains a 
better understanding 
of the key concepts 

associated with 
a principle of 
instructional 

effectiveness. 

The teacher acquires 
a new instructional 

strategy that is more 
effective at achieving 

student learning.

The teacher reflects  
on their teaching 

practice and modifies  
it in a way that leads  

to greater 
effectiveness.

The teacher 
determines the focus 
and the outcome of 

the conference.

1. Determine the focus of the conference, and discover why the focus behavior exists.

2. Select the most appropriate feedback path.

DIAGNOSTIC PRESCRIPTIVE DESCRIPTIVE MICRO

TEACHER GROWTH
3. Establish the outcome for the conference.

4. Develop a line of questioning that honors the path and achieves the desired outcome. See next page for suggestions.

THE FOUR PATHS TO 
EFFECTIVE FEEDBACK



SUGGESTED QUESTIONS FOR EACH FEEDBACK PATH
DIAGNOSTIC PRESCRIPTIVE DESCRIPTIVE MICRO

Did everything go according to 
plan during the lesson? If not, 

how did you adapt your lesson to 
handle the surprises?

Did you feel confident about how 
this lesson would go? Did it meet 

your expectation? How?

What was the desired outcome 
of this lesson? What did you 

want students to know and do 
because of this lesson?

What is on your mind?
And what else?

Basic format of the first question:

Do you believe your students 
achieved the outcomes you 

wanted? Tell me how you know this. 
Tell me more.

What did you want to see/hear 
students doing during this lesson? 
Were they able to do this? What 

would have helped them to be even 
more successful? What prevented 

them from being more able to 
perform? What teacher action 

would have supported this student 
effort?

Here are a couple of techniques/
strategies (____ and ____) that 
would positively impact student 

performance in this situation. Show 
the teacher a short video, article, 

reflection of past PD, or explanation 
of the strategies or techniques.

What strategy or technique do 
you believe will have the greatest 

impact on your students? How 
would you like to learn about it? 

What do you need in order to 
be able to practice this strategy/
technique? I will focus my next 
observation on this strategy/

technique.

Give me three key takeaways from 
conducting this lesson. Do these 
takeaways impact your approach 

moving forward? 

If you could change anything, what 
strategy/technique/activity would 
you have done differently? Would 
you change the way you deliver 
this strategy/technique/activity 
or abandon it? What specifically 
would have to change in order to 

have student success? Why do 
you believe that? If you abandon 
this strategy/technique/activity, 
what will take its place? Why do 

you believe this will lead to greater 
student success?

What will you do to learn about the 
effective implementation of this 

strategy/technique/activity? What 
are the criteria for success? 

What evidence will you collect 
to know the strategy/technique/
activity is improving? If you have 

selected a new strategy/technique/
activity, how will you know that it is 

being successful?

Who would you like to receive 
feedback from in regard to your 

new efforts? (Self-reflection video, 
principal, coach, peer)

Tell me in summary form what your 
plan for change is and what I can 

do to assist your endeavors.

How well were you able to adapt 
when unexpected changes of 

direction came up?

While in your classroom I noticed 
_______. (Use both positive and 

questionable examples of student 
success; be specific and detailed in 
your description.) What teaching 

behaviors shaped these situations? 
What teaching strategy/technique 

most influenced this outcome?

Compare your use of this strategy/ 
technique to an exemplar use of 

the same strategy/technique. (Give 
exemplar if needed.) What is the 

gap between the way you executed 
the strategy/technique and the 

exemplar version? What are the key 
criteria you see in the exemplar? 
Based on the gap analysis, what 

should your next steps be? 
Where would be a good place to 
implement this in your upcoming 

lessons?

So, you are going to _____ (have 
teacher restate the specific action 
plan) by _____ (how will teacher 

execute the plan).

What goals are you working 
towards for yourself and your 

students as you progress 
throughout the school year?

What is the real challenge for you in 
your teaching right now? How are 
you addressing this challenge? Are 
there things standing in your way? 

Are there things I can do to support 
your efforts?

If you are addressing this challenge, 
what challenge have you let go of? 

Out of this conversation, what was 
the most useful thing that we talked 

about?

Is there anything you’d like to 
change for our next meeting?

Follow-up questions:
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PREPARE      BEFORE THE MEETING»

PRESENT DATA      BEGIN THE MEETING »
DISCUSS FOCUS      LEAD TO THE CHANGE»

MAKE A PLAN      TURN TO ACTION» 

FOLLOW UP      END THE MEETING»

Collect data, choose feedback path, set outcome, select questions

FEEDBACK NOTES
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