


Welcome!

Introduce yourself!
Where do you work? 

What’s your role?



Our Essential Question

How can we use

walkthroughs
and

Feedback
to retain and develop staff?



Our Agenda

• What the evidence says about warm & cool feedback 

• How to conduct walkthroughs that increase teachers’ intrinsic 
motivation and commitment to your school

• A plan for resuming (or starting) walkthroughs in January

• The most important thing NOT to include in your classroom 
visits

• 7 keys to sustainability and impact with your walkthroughs



Warm & Cool Feedback
Common practices—and why they have a negative impact on retention



Warm & Cool Feedback

• Wows & Wonders
• Glow & Grow
• Kudos & Critique
• Commendations & 

Recommendations
• Great & Hate
• Cheers & Jeers
• Praise & Polish

• Rose & Thorn
• Noticing & Wondering
• Fireworks & Fizzles
• Strength & Growth
• Stars & Stairs
• Plus (+) & Delta (Δ)
• Yays & Nays
• Hot & Cold



The “Feedback Sandwich”

Compliment à
Suggestion à
Compliment à



Positive : Negative Ratio

Warm + Cool: 
50/50 or 1 : 1

Feedback Sandwich:
2 : 1



The Walkthrough Research



Negative Impact

What practices are typical in walkthroughs?
• Feedback forms
• Warm & cool feedback
• Rating & scoring



Immediate Recommendations

• Stop all rating/scoring of walkthroughs & 
observations

• Stop all warm/cool feedback in walkthroughs
• Limit discussion of areas for improvement to

the goal-setting & evaluation process (+ PIPs)
• Primary goal: conversation



Are Extrinsic Motivators Enough?

• Compensation, i.e. salary
• Benefits, e.g. health insurance

• Perks, e.g. summers off
• Status, e.g. respect of society & friends



Retention & Intrinsic Motivation

• Retention depends on a combination of 
intrinsic & extrinsic factors

• The extrinsic factors…aren’t great
• Intrinsic factors are a major point of leverage



Self-Determination Theory
What creates intrinsic motivation
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Intrinsic Motivation

Deci & Ryan’s Self-Determination Theory 
identifies three drivers:
• Autonomy
• Competence
• Relatedness



Addressing Competence

• If a teacher is not competent, we must address it

• However, constantly criticizing teachers with “cool” 
feedback is unlikely to improve their skills…

• …and very likely to lead to turnover



Traditional Feedback

How might traditional feedback practices 
affect teachers’ sense of:
• Autonomy
• Competence
• Relatedness

?



Instead of Criticizing…

• What does effective practice look like—from 
the insider’s perspective?

• What is the current state of this teacher’s
practice?

• How can we close the gap? 

• What do the transitional stages look like? 





1. Frequent
2. Brief
3. Substantive
4. Open-Ended
5. Evidence-Based
6. Criterion-Referenced
7. Conversation-Oriented



Every teacher you support
Every two weeks

1. Frequent



Every teacher you support
Every two weeks

1. Frequent
“HYPOTHETICAL” 

WALKTHROUGHS



5-15 minutes per visit

2. Brief



5-15 minutes per visit

2. Brief

“UNSUSTAINABLE” 

WALKTHROUGHS



Deep conversation—more than just 
“making an appearance”

3. Substantive



Deep conversation—more than just 
“making an appearance”

3. Substantive
“FLUFF” 

WALKTHROUGHS



Focused on the teacher’s thinking & 
instructional decision-making

4. Open-Ended



Focused on the teacher’s thinking & 
instructional decision-making

4. Open-Ended
“FORM-AL” 

WALKTHROUGHS



Forms as Blinders



Centered on what actually happened
in the classroom

5. Evidence-Based



Centered on what actually happened
in the classroom

5. Evidence-Based

“CHIT-CHAT” 

WALKTHROUGHS



Linked to a shared 
set of expectations

6. Criterion-Referenced



Linked to a shared 
set of expectations

6. Criterion-Referenced

“2ND GUESSING” 

WALKTHROUGHS



Designed to lead to 
rich conversations

7. Conversation-Oriented



Designed to lead to 
rich conversations

7. Conversation-Oriented

“FEEDBACK GAME” 

WALKTHROUGHS



The Fake Feedback Game



Our Goal: Real Professional 
Conversation



Starting In January
Build momentum without scaring anyone—including yourself



Your First Three Cycles



Ramping Up with 3 Cycles









Serious Concerns
How to think about & deal with major teacher performance issues



Three Types of Accountability
In Teacher Evaluation

1. Process Accountability
2. Performance Accountability
3. Outcome Accountability



HR Toolkit

dashboard.PrincipalCenter.com/hr



PIP vs. LOR

• Relevant evaluation criteria? à PIP
• Misconduct? à LOR 
• Consider informal efforts as well



PIP Template



PIP Decision Tree



PIP Decision Tree



LoR Template



For Now

• Smile and wave
• Write handwritten notes to teachers

• NO “cool” feedback
• Think deeply about serious concerns
• Reach out: http://JustinsCalendar.com

http://justinscalendar.com/


dashboard.principalcenter.com/hrx



The 8 Pillars of Human
Resources Excellence

• Safety & Order
• Recruiting & Hiring

• Onboarding & 
Induction
• Professionalism & 

Autonomy

• Workload & Resources
• Goal-Setting & 

Professional Growth
• Walkthroughs & 

Feedback
• Observations & 

Evaluations



Book A Consultation?

JustinsCalendar.com

justin@principalcenter.com

Dashboard.PrincipalCenter.com/hrx


